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UNITED STATES CiVIL SERVICE COMMISSION
WASHINGTON, D.C. 20415

i MEPLY PLEAVE WLTER TO

YoUR aeFERLKCE

Honorable Tom Steed '

Chairman, Subcommittee on Treasury,
Postal Service, and General Government

Committee on Appropriations

House of Representatives

Washington, D. C, 20515

MAR 31 1975

Dear Mr. Steed:

We appreciate this gopportunity to provide a considered response
to the wide-ranging and detailed questions on executive and

. management development which were provided by the Subcommittee

on Treasury, Postal Service, and General Government. The long-
term efficiency and effectiveness of the Federal Government
will be very positively influenced if we can upgrade the skills
and abilities of current managers and executives and systemati-
cally develop those highly taleénted employees who will become
‘the managers and executives of the future. We need your under«
standing, support, and advice, and that of the other members of
your Subcommittee in this endeavor.

Answers to the Subcommittee questions are attached. Also attached
is a copy of a letter I am sending today to Chairman Mahon which
deals more broadly with some of the critical issues and concerns
in the executive development area. We will be happy to meet with
you to provide additional information or to submit further written

material.

Sincerely yours,
f
G et
AL_,L' @l ')/]

Robert E. Hampton
Chairman

Attachments

THE MERIT SYSTEM—A GOOD INVESTMENT IN GOOD GOVERNMENT

-~
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UNITED STATES CIVIL. SERVICE COMMISSION
WASHINGTON, D.C. 20415

™ALLY LA aFER YO

Yous pertrince

- * March 31, 1976
Honorable George H. Mahon

Chairman, Committee on Appropriations
House of Representatives

Washington, D, C. 20515

L “,
Dear Mr, Chairman:

We appreclate the interest and attention which you and the Comaittee

on Appropriations have glven to the subject of executive and management
development. It 1s odr belief that the surest way to bring about both
long and short-range improvements in the execution of public programs

is by upgrading the skills and abilities of senlor career manegers and
by raising the level of merit competition for these key management po-
sitions through systematic development efforts. Executive Development
has been receiving Presidential attention; we hope the interest expressed
by -your Committee will give further-fmpetus—to-this-vital area. Accord-
ingly, any assistance and advice regarding our efforts is welcome, as

is any evaluation of our progress to date. ’

The purpose of this letter is to deal in a general way with some of

the critical issues in executive development and concerns which we have
in this area, and to state .clearly our objectives in regard to executive
development and management training.

The objectives of the Commission's executive development and management
training programs can be stated quite simply. They are:

ment through upgrading the ekills and abilities of supervisors,

1. To improve the effectiveness and efficiency of the Federal Govern- f ‘)
managers and executives, . /;

B . i
2, To ensure that highly qualified candidates will be available to {
compete under merit procedures when an agency must fill executive

and managerial vacancies,

In this context, we would like to point out that we do not equate exec~
utive development with training., Executive development, as we use the .
term, 16 a broad concept covering all means of ensuring that potential
_managers are equipped to undertake managerial tesponsibilities and that
existing managers have the skills and abilities to execute thelr respon-
sibilities with optimum effectiveness. Training, per_se, is only one

. *

THE MERIT SYSTEM—A GOOD INVESTMENT IN GOOD GOVERNMENT

» €
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of the tools we have to accomplish these ends, Executive development,
in this sense, 1s a comparatively new emphasis for the Federal goveran-
ment as a whole and has not become fully institutionalized in most
agencies, We are far behind private inddStry In this respect.

In the private sector executive development is recognized as an essen-
tial capital investment to ensure continuing organizational effective~
ness. As such it is part and parcel of good management. In the
Federal government, we have finally come to appreciate this truth.
What we are talking about is not an ever-cxpanding central capability
for training delivery. Executive development nced not require vast
expenditures. What it does need -- and desperately -- is a solid and
stable commitment of t_hMﬂment to long-term organiZation
ggéﬁhcé‘ﬁnd improvement., ' ’ ) T e

What should be the rdle of the Civil Service Commission in this? We
believe we have an obligation, along with the Office of Management
and Budget, to attempt to convince agency top management that execu-
tive development is a “"must," Beyond that, our first rule is, when-
ever possible, help the agencies do the job; only as a last vesort
do it centrally. We have found over the years that most executive
developuent and managerial training activities can be handled and
handled well by the individual agency. We will set up a centrally
managed program only when this will supply high quality services at
a cost saving to the Federal Government or when a government-wide
perspective 1s necessary.

We see three broad executive development goals for the Federal Govern-
ment in the immediate future:

1. Executive development must be institutionalized in the agencies
and become an integral part of a total system by which the agency
forecasts its needs for managers and by which people are prepared
to, £fill managerial positions.

2. The mechanisms and procedures used by agencies in the total system
referred to in (1) above must be made as efficient, effective and
fair as possible.

3. Use of the myriad of training delivery sources -- public and pri-
vate -- and special purpose development programs should be given
coherence through the device of the Individual Development Plan
(discussed below),
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In accomplishing these goals; we will have to a.

Assist agencies in the design and installation of exec.
development programs.

Help agencies develop methods for estimating realistically
upcoming executive needs and for relating the scope of execu~
tive development programs to these needs. :

Ensure the executive development program does not operate in
isolation from the executive selection process.

Coordinate training delivery and special development programs
to make certain that development dollars are spent to meet q
real needs.

Evaluate the effectiveness of existing training delivery and
special development programs.

plans with regard to these items are as follows:

Assistance to Agencies. We will be working more closely with agen-
Cies on the details of their executive development programs in FY
1977. Our plan is to provide this additional technical assistance
with only a modest cxpansion of our present small executive develop~
ment staff in the Bureau of Executive Manpower. We will do this

by making executive development assistance part of the routine
responsibility of all staff members who deal with agencies on ex-
ecutive manpower matters. Our training staff will likewise step-
up its technical assistance to agencies in the areas of selecting
and evaluating training.

Relating Manpower Planning, Executive Development and Merit Seclection.
We are in the process of developing a technical assistance paper
titled Executive Manpower Planning Guidance, which will suggest
methods and procedures agencies may use to tie together their exe
utive manpower planning, executive development and executive merit
A recommended way to coordinate these systems

is to establish an Executive Resources Board made up of key line
officials, which would oversee the projection of executive needs,
the establishment of executive development progrems, the selection
and assessment of participants for these progrems, end the merit
selection process for career executive vacancies.

'CIA-RDP82-00357R000800200017-8
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We will soon issue a revised set of instructions to agencies cover-
ing the executive manpower management area. This supplement to the
Federal Personnel Manual will stress the need for a comprehensive
approach to planning, development and merit selection in the execu-
tive manpower management area. We will be consulting with personnel
directors on the same subject at a Personnel Rirectors Conference
in April.

Pilot Projects. We have been consulting extensively with agencies
on the development of the technical' assistance paper mentioned in

{2) above, Ve plan to work intensively with several agencies which -
have already made progress in relating planning, development and
selection in pilot. efforts to perfect their approaches., We will
then encourage other agencies to use these working systems as models.
This should speed‘the process of installing Government-wide improve-
ments.

Emphasis on the Individual Development Plan. The Commission already
requires Individual Development Plans (IDP) for all new managers,
advancing managers, and employees identified as having high poten-
tial for managerial assignments. The IDP is a document prepared
jointly by the individual employee and his supervisor, detailing
the employee's short and long-range carcer goals, his developmental
needs to meet these goals, and a specific plan for meeting these
developiiental needs. 1IDP'S ate fiot a wish Iist. They must take
into account the organization's requirements as well as the indi-
vidual's ambitions and abilities, We have already issued technical
guldance to the agencies on the preparation of IDR's (Individual
Development Planning.)

We plen in ¥Y 1977 to begin to use the IDP to bring about more co-
herent use of the variety of available training opportunities and
management development programs Government-wide.

Increased Emphasis Upon Evaluation. Agencies are being urged to
focus attention on executive manpower in their internal evaluation
processes. In addition, the Bureau of Executive Manpower and the
Bureau of Personnel Management Evaluation have initiated reviews of
executive development in the agencies and are developing techniques
and procedures for a more intensive approach to the evaluation of
exceutive development activities in FY 1977, Coumission and agency
evaluation staffs will be involved,

In the technically difficult realm of cvaluation of the impact of
training delivery, considerable progress is being made. Training
Value Model I, designed to measure productivity increases result-
ing from training for employees who are engaged in activities with
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readily measurable outputs, has been in the hands of Federal agen-

cies for over two years. The Commission 18 nearing the final

stages in the design and testing of an instrument to measure train-

ing-related increases in productivity of individuals, such as

supervisors and managers, who do not have a readily-measurable
work product. This evaluation device will measure dollér»value
of improved managerial proficiency resulting from training and

relate it to the dollar cost of training. The evaluation approach

will also provide a means of determining the minimum increase in
managerial proficiency necessary if the manager's organization is
to recover its Investment in training,

The evaluation efforts described above concentrate on assessment of
agency progress, We are fully mindful of our obligation to similarly
scrutinize our own programs. Below is a discussion of several impor-
tant management training and special purpose developmenc programs for
which the Commission is responsible.

The Executive Seminar Centers (ESC)

The Executive Seminar Centers were established to meet the perceived

3

needs of Federal executives and managers. Originally the Seminar offer-

ings dealt with public policies regarding the national economy, science
Course
offerings have been revised over the years-in response to changing con-
It is expected that there will continue to be changes in the

and technology, intergovernmental relations and the énvironment.

ditions.

future both in amount of training provided and the subject matter covered.

This is the nature-of a dynamic program.

As an example, two new courses were recently added to the curriculum at

the four Executive Seminar Centers -- Seminar for New Managers and

Seminar for Advancing Managers. As the title indicates, the former is

designed for persons new to the managerial field. The other Scwinar

is designed for managers who are changing from onc managerial position
Both Seminars were devel-
oped in response to the universal management training needs discovered
through the extensive Commission study, "Managerial and Executive Devel

to another and who need additional training.

opment Needs in the Federal Service and Recommended Actions for Meeting -
These Needs." Standardized course packages were developed so that agen-

cies would have a degree of certainty that their managers would be re-

celving similar training regardless of the training site.

We have kept, and will continue to keep, the costs of training provided -
at the Executive Seminar Centers at the lowest possible level consistent’

with a quality product.

Any expansion of the program will be made only

after it is fully determined that this is the best way of meeting agency

training needs.
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experience on a seven-point scale. Recently, a 20 percent random
sample of alumni of FEL's principal residential programs were asked
again to rate the value of their FEI experience after the passage of
time. The average overall rating given by executives immediately af-
ter completing the program was 6.11 (on a scale where 7 represented
the highest possible evaluation). - On the recent follow-up question-
naire, the average evaluation was 5.92. This is an exceptionally high
positive retention rate for the impact of an educational program.

This is not to say that more and better evaluations by agencies and
the Commission of FEI impact on work performance are not desirable.
It is necessary, however, to recognize that in executive-level educa-
" tion, qualitative evaluations, including reputational evaluations, are
essential if one is to be at all practical. ' Most executive positions
are such that even “quantitative” evaluations of work performance are
simply qualitative evaluations with numbers assigned to them. It is
important to understand that most Federal executives have risen through
. rather narrow occupational and program specialties. Their competence
as managers is necessarily enhanced by the broader perspectives they
receive during their attendance at FEL.

The FEL has been in existence for less than 10 years. Over that period
there have been substantial changes in the FEL program offerings. While
we still believe that many executives need a substantial period for self-
examination and in-depth study of goverrment programs and management con-
cepts, we think that shorter programs are also needed, and these have

now become prominent in the FEL schedule,

- Different executives-have quite different needs, and different agencies
likewise have different requirements at different times. For that rea-
son, the FEL programs have not been static, and there is no intention
_at the Institute or in the Commission, generally, of allowing them to
becomé static.

The Federal Executive Development Program (FEDP)

The Federal Executive Development Program was launched in FY 1974 as a
small-scale pilot effort to provide special developmental opportunities
for a highly select group of GS-15's with exceptional managerial poten-
tial. The FEDP is jointly sponsored by the Office of Management and
Budget and the Civil Service Commission.

Both the first and the second annual programs (FEDP-I and II) were one-
year full-time programs involving one or more mobility assignments,
usually of an interagency character. And both FEDP-1, administered

by the OMB, and FEDP-1I, administered by the Civil Service Commission,
were experimental programs, in which both the basic concept and specific
features of the programs were to be tested.
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During the planning stages of FEDP-IL careful consideration was given
to a number of problems which were identified, through concurrent eval-
uation, by agencies, the OMB, and the Commission in the first pilot
program. 1In particular, we found that:

- Agencles were not deeply involved in the first program, which
resulted in cutting participants off from their home agencies;

- The projected market for generalist supergrade managers had
been overestimated; and

- Our initial selection process had been cumbersome and quite
expensive. .

Modifications were made in the format of the second pilot program and
a comprehensive evaluation plan was adopted. This called for assess-
ment of the value of each work experience by the participant and the

- work supervisor, interviews with participants, personnel directors

and agency coordinators, and long-term tracking of the career progress
of participants and of control groups. (Long-temm tracking for par-
ticipants in FEDP-I will also be conducted.)

Preliminary analysis of the evaluation data on FEDP-II to date (the
program is still in progress) indicates that, from the perspective of
the participant, FEDP-II has been quite successful. That is, by and
large, the participants felt that they would return to their agencies
better able to undertake executive responsibilities because they had
developed new skills and more importantly a deeper understanding of
their own agency in relation to the Federal Government as a whole.
Indications are that many of the developmental assignments have pro-
duced products of considerable value to the host agency. However,

. problems remain in meshing the FEDP concept with overall agency exec-
utive development efforts.

For this reason we have involved the Committee on Executive Manpoy °
of the Interagency Advisory Group (a group of agency personnel di
tors) in further assessment of the program and in the development of
the third pilot program, FEDP-III. This has just been announced.
Major changes have been made in the format to make for a closer link
between FEDP-III and agency needs, to make it possible to tailor the
FEDP experience to the Individual Development Plans of participants,
and to drastically reduce program costs,

The most significant difference between FEDP-III and the two earlier
pilot programs is that they required a complete separation of the par-
“ticipant from his regular job while FEDP-III does not. It is a part-
time program which will require that e total of six months of a
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Based on various studies, made beginning in 1971, we estimate that
residential managerial training programs of the Commission will re-
quire a capacity to accommodate 4,000 participants annually by FY
1979480 or about 7%% of all persons identified as holding managerial
positions in grades GS-13 through 15 annually. This would represent
an increcase of 1,200 (from the present capacity of 2,800 to 4,000)
and is expected to be concentrated primarily on the eastern séaboatd
where .the preponderance of potential participants are assigned. !

As mentioned above, we have been engaged in an intense éffort to de-
velop a first-of-its-kind methodology in 'measuring producl:ivity' in-
creases resulting from managerial training and hope to be able to
apply it soon. In the meantime, we will continue to gather evalu-
ative material from each participant attending courses at the Execu-
tive Seminar Centers and from their parent agencies. Evaluation of
this kind, to date, has shown that the use of the ESC's 1s an effec-
. tive and efficient means for providing Federal managers with both

programs covering broad policy issues and those deali.
specific knowledges and skills, alive with ﬂol‘e.

The Federal Executive Institute was established by Presidential order
on May 9, 1968, to serve the training and development requirements of
high-level Federal executives, primarily at grade levels of GS-16 and

.—above. The-basie -goals—of FEI are to augment the abili ty of the upper
civil service in order to insure high-level competence, responsiveness
and continuity among those near the top of government; to insure that ’
executives in the Federal service identify with the govermment as a
whole in the pursuit of national goals, objectives, and priorities;
~and to develop individual executive knowledge and skills in proces;es
for accomplishment of desired results.

The Charlottesville site for the FEI was identified by the General Ser-
vices Administration in the spring of 1967. The following criteria
were considered: (1) an optimum distance from Washington, D, C. --
far enough away to discourage participants from living at home, so
as to maintain an intensive and rigorous residential program, .;nd
close enough to permit convenient access to resources of the Nation's
capital; (2) proximity and complete access to highest quality univer-
sity resources in all major disciplines; (3) immediate access to com-
plete medical and dental services; (4) proximity to varied business
services; (5) proximity to diverse public civic services; (6) a self-
contained, retreat enviromment, away from work and famil; demands
~conducive to maximum utilization of time and supportive of intens;
study and reflection; and (7) accessibility for traiming participants
and visiting Tesource persons.

! '188Approved For Release 2005/07/26/ : CIA-RDP82-00357R000800200017-8
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In 1973, & major Civil Service Commission task force met to reconsider
FEL's location. At that time, alternative sites were again examined.
The relationship between the Federal Executive Institute and the Univer-
sity of Virginia was evaluated, and the task force concluded that the
University of Virginia had not only maintained a superior reputation,
which would again justify its selection as a site for a Federal execu-
tive and managerial training center, but that it had also demonstrated
aver a six-year period a capacity to work with the Federal Executive
Institute in meeting a wide array of executive training facility re-
quirements. Experience of the last three years contipues to support
that conclusion. °

The proposal from the Civil Service Commission and the General Services
Administration to Congress in November 1974 for a new facility forypthe
Federal Executive Institute and for a Managerial Training Center 7@
cluded projection for:.a 20-year period and for a facility to be usi
for 50 years as a minimum. The projection called for utilization of
major portions of projected space for managerial level training during
initial years of use of a new facility and gradual expansion of execu-
tive level training to f£ill more of the facility by the year 2000.

le

Reassessment of this proposal by the Civil Service Commission resulted
in a direction from the Commission on December 19, 1975, to explore
the possibility of construction of a facility for FEI only. Pursuant

“to that Commission-directive, the Genmeral Services Administrationis— -

currently studying a CSC proposal for an 80-bedroom facility at a prob-
able construction cost of about $4,510,000, and an annual rental rate
in 1979 of about $425,712. An 80-bedroom facility would be only.slightl
larger than the present FEI facility of 69 bedrooms. Provision would be
made for utilization of some of that space during the next few years for
agency conferences.

.

The question has been ralsed as to why the Commission wishes to expand

a facility which has acknowledged problems in filling its present capac-

ity b of inadequate agency demand for its services. The FEI rec-
ognizes these problems and has attempted to identify and correct ir
causes, The root cause appears to bé poorly institutionalized ¢ jJoby

executive development programs. Those agencies which do have well-
established executive development programs generally are heavy purchas-
ers of FEI shares -- and these agencies also tend to make full use of
the shares they purchase, We would, therefore, anticipate that, as
agencies improve their executive development programs, their demand
for FEL training will increase. .

Certainly the FEI's problem does not seem to have anything to do with
“acceptability of its offerings to the executives who attend. At the
conclusion of each program, graduates are asked to evaluate their FEI

' ' Approved For Release 2005/07/26 : CIA-RDP82-00357R000800200017-8
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participant's time be Spent away from his regular job over a two-

year period.

The periods in which the individual 15 away are to

be arranged at the agency's and the individual's convenience.

Another fmportant difference relates to selection,
responsibility rests with the agency.

Primary selection
This 15 in 1ine with the prin-

cipal objective of FEDP-III, "To serve as a stimulus for the establish-
ment and improvement of agency executive development programs," Giving
primary selection responsibility to an agency Executive Resources Board
or similar'instrumentality places the agency in a position where it
will want to make the program work.

We hope that these two modifications will have the dual effect of mak-

ing
the

developmént activitigs.
- model {5 much less than that of either of the two earlier models.

this a more tightly wanaged and efficient pilot program and at

same time a more effective stimulus for broader agency executive

As mentioned earlier, the cost of this third
This

third pilot program will be intensively evaluated, too, before any def-
inite decision is made on the long-range future of the program,

Other Training Delfvery and Special Purpose Development Programs

In addition to the FEDP, there are several other special purpose devel-
opment programs which the Civil Service Commission either spansors or

for which it has some responsibility.

Those which are relevant to

executive development include:

. tees and Congressfonal staffs.

The Fellowship in Congressional Operations. This provides some

-gram as a tool for executive development,

10 months of work and study of the legislative process for a
select group of career employees at GS-11 through GS-16,  This

‘program provides an indepth understandlng‘of the role of Congress

as it relates to the executive branch of Government. The experi-
ence equips participants with the detailed knowledge to assist
their agencies to interact intelligently with the various commit-
All indications are that this
program 1s a highly useful small-scale effort. : .

The Intergovernmental Personnel Pr ram. Federal agencies in the
past several years have made varying use of ‘the IPA mobility pro-
Agencies have found
that mobility assignments offer executives and mid-level managers
opportunities to work on significant public policy problems at
different government levels, to broaden their perspectives, and

to establish intergovernmental linkages that are éssential for
successful operations. Despite the successful use of these oppor-~
tunities in some agencles, it is clear to us that much more can
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be done along these Iines in most Federal agencies. In the months

ahead we will be working in both the Interagency Advisory Group

Committee on Mobility and in that on Executive Manpower to ptomote
‘ greater use of IPA mobility assignments for developmental purposes.

- The Education for Public Management Program. This provides nine
months of university study for selected mid-caregr employees who
have been identified by the agencies as having potential to assume
increasing responsibilities in the overall direction of agency pro-
grams. The EPM program is limited in scope (70 to 80 persons annu-
ally). Typicalgy, participants are specialists {e.g., accountants,
sclentists), in mid-career, who are being prepared for program man-
agement positions and who need to have broader perspectives, The
Commission continuously monitors the results of the program. "
are planning follpw-up review of the program with apencies 14
1977.

’ Beyond these Commnission-supported programs, there are a variety of man-

agement training and educational opportunities offered by such private
sector organizations as the Brookings Institution, the American Manage-
ment Association, and universities, Most of these programs appear to
have something of value to offer, The Commission, however, is not in
a position to endorse any of these programs to the exclusion of others.

-.Again, the use of these and of Government-sponsored programs must be

based on actual need.

Training is an investment to increase productivity. This is its primary
If the proper training 1is given to the right peo-
ple, it pays dividends in improved accomplishment of the public's busi-
ness far in excess of the short-run productivity loss during training.

I would not contend that these conditions are now invariably met, and

I believe, how-
ever, that the approaches I have outlined above will go a long way

Robert E. Hampton
Chairman
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COMMENT

The Civil Service Commission's (CSC) Bureau of Executive Manpower
{BEM) is responsible for exercising Government leadership in the XD
area; issuing Government-wide policy directives on XD; providing
technical assistance to agencies, and evaluating the XD accomplish-
ments of agencies. In addition, the Office of Management and Budget
(OMB) has declared XD a “high" priority item,

QUESTION:

Considering the BEM's responsibilities im XD and the high priority
of XD, why have two or one-half of the BEM's professional XD staff,
including the Chief of the Bureau's XD Section, been allowed to go
on concurrent long-term mobility assignments during FY 19767

RESPONSE:

The fact that two of the employees of the Executive Development Section
are currently eway from the Bureau does not in any way reflect the
assignment of low prierity to the CSC executive development effort.
There are legitimate reasans why rhese particular individuals were
permitted to go on detail, The Chief of the Section is assisting in
launching the Federal Law Enforcement Training Center in Glynco,
Georgia. The other employee is on a mobility assignment with Howard
Daiversity and the League of Cities.

Despite these details, during the perilod the Investigative team was
on site, the Executive Development staff was &ssentially up to. its
current ceiling of four professionals and one secretary. This was
managed through detailing staff from elsewhere in the bureau, One

of these professional employees has been engaged full-time in coor-
dination of the FEDP~1I program and in the evaluation of that program.
The other, the Chief of the Systems Development and Evaluation Section,
was able to devote from 80 to 90% of his time to Executive Development
matters from the tiwe the Chief of the Executive Development Section
went on detail in December 1975. This was possible because the highly
competent staff of the Systems Development and Evaluation Section was
sble to carry on the work of the latter section for the two-month
period involved with minimal supervision. The Chief of the Systems
Development and Evaluation Section bas within the last month been
relieved of all duties relating to his former position end is direct-
ing 1007 of his time to the executive development program. Not one
day went by without a fully-qualified person acting in the position
of Chief, Executive Development Section. Our replacement for the
Chief of the Section has an extensive background in executive manpower
management and organization planning and has been heavily involved in
the evaluation of executive development programs for several years,
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COMMENT:

The CSC is responsible for monitoring the implementation of the FPM
(Federal Personnel Manual) Letter No. 412-2, “Executive and Management
Development" (this is the primary document governing the establishment
and implementation of XD programs).

Qu ﬁSTiOHS 3

What is the CSC currently doing in the way of monitoring agencies to
ensure that progress in implementing the FPM Letter No. 412-2 {s on
target? How many man-years of effort are or will be devoted by the
CSC to such monitoring? How does the CSC know the implementation of
the FPM Letter No. 412-2 by the agencias is even feasible?

B )
FPM Letter 412-2 is an extremely flexible document, which can be !

readily adapted by an agency to its particular program needs. Its
requirements are simple common sense ones. Each egency must:

SPONS

(1) 1Identify all of its managerial positions.

€2) Determine the knowledge and abflity requirements of these
positions.

(3) Tdentify all employees newly selected for their first
managerial position.

{4) 1Identify all managers selectad for a new managerial
position. :

(5) Assess the ex{sting wanagerial knewledges and abilities of
the managers identified in (3) and (4),

(6) Implement a system to identify emplcyees who have high
potential for management positifons.

(7) Prepare individual development plans for new managers,
advancing managers, and high potential employees.

In line with these broad guidelines, agencies design thelr own execu-
tive development systems to meet their particular needs and clircumstances,

We know that implementation of FPM Letter 412-2 is feasible because we
have seen agencies make it work. The Animal and Plact llealth Inspection
Service snd the Agricultural Research Service in the Department of * "§-
culture, the Federal Trade Commission, the General Services Adainis ',
tion and the Naval Weapons Lab, Dahlgren, Virginia, are examples of tiie
varlety of diverse organizations which have implemented the FPM Letter
with considerable success. 1In general, agency reaction to FPM Letter
412-2 1s favorable. Some agencles are having problems with a few of

the requirements, but none has clafmed that these cannot be warked out.

The basic approach to CSC oversight of agency implementation of FPM
Letter No. 412-2 is as follows: (1) As part of the regular CSC direct
evaluation effort, involving on-site surveys to various Fedeval installa-
tions each year, Commission evaluators focus on executive development

«
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whenever it has been identiffed as a problem area of personnel manage-
ment. This aspect of the Commission's evaluation program is essentially
problem-oriented, bringing to bear the Commission's evaluation resources
on major problems, issues and concerns that require evaluation., Thus,
executive development may be covered as part of a general evaluation,

or it may be addressed as a subject for special inguiry, whea it has
been determined to be a problem that requires the expenditure of evalu-
ation resources. (2) Special program management and evaluation efforts
are carried out by the Bureau of Executive Manpower, esseatially as a
supplement to the Commission's regular evaluation program. In such
cases, a special evaluation team {s sent to conduct a programmatic (as
distinct from a problem-orieanted) review of executive development ac-

tivities in a particular agency. (3) Finally, through its monitoring, .

evaluation and technical assistance efforts to promote improved ageacy
internal personnel management evaluation systems, the Commission helps
to assure that the agencies themselves wonitor the implementation of
required programs such as those outlined in FPM Letter No. 412-2,

With respect to activity (2) above, approximately 2.5 staff years are
corrently programmed by the Burcau of Executive Manpower for evaluation
of all aspects of executive manpower management (including XD) and for
other activities directly related to implementing FPM Letter 412-2 in
FY 76 and in FY 77. However, it is not possible to determine the total
nunber of staff ycars of effort that have been or will be devoted by
CSC to wmonitoring this particular FPM Letter, The amount of time spent
on executive develop in the duct on activities (1) and {3) above
is not recorded. Since this particular area represents only one of
literally dozens of specialized aspects of personnel management, it

is simply vot feasible to account for staff year expenditures on this
basis.

v

A3,
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COMMENT :

Various reports have indicated that the CSC's "Executive Inventory"”
1s not being used to any significant extent by agencies in selecting
executives. In addition, a report issued by the CSC's audit. staff
indicates that, as far back as FY 1972, the cost of maintaining this
Inventory was $654,000 per year. .

WESTIONS

Considering the reportedly limited use and high cost of the “Executive
Inventory,” how does the CS5C justify its continued maintenance? What '
is the current cost of maintaining the "Executive Inventory?"

RESPONSE:

The Executive lnventory is a computerized roster of GS-16's, 17's, ‘E
and 18's, and others in equivalent positions in other salary sche-
dules. It also includes GS-15's and equivalents as a feeder group.
The Inventory has multiple functions, It ia used:

~ to assist agencies in filling executive positions,

~ to provide infoxmation to management, Congress, agencies, and
others,

-~ to generate the annual report to Congress required by 5 U.S. Code,
Section 5114,

~ to provide special assistance to State and local governments,
international organizations, and non-profit organizationms,

Each of these 1s discussed in detail below.

Filling Executive Positions

The Inventory was established pursuant to the mandate of Executive
Order 11315 (which created the Executive Assignment System) that the
Commission establish facilities to recruit well-qualified persons

for Career Executive Assignments Erom among employees holding such
assigoments and other eligible cmployees., It was designed to be an
adjunct to agency merit promotion plans and not a replacement for
them, Federal Personnel Manual Supplement 305-1, Employment Under 1
the Executive Assignment System, advises agencies that they are
reguired to consider employees identified through the agency's merit i
promotion plan in filling a career executive assignment as well as
individuals referred from the Inventory. The concept behind the
Inventory was to promote interagency mobility by providing a facility -
through which well-qualified candidates from outside the agency with
the vacancy could be identified as executive assignment opportunities
became available, The system was also intended to provide a standard
of quality against which the qualifications of agency-identified
candidates could be assessed,
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Search of the Invéxgory originally was mandatory when it was
established in 1967. This is no longer the case. FPM Letter

305-9, March §, 1971',\ invited agencies to negotiate agreemeats
to determine in advance when search and réforral will be required
and when it will be waived,. As an example, the agreements permit
waiver of the search requirement when an agency has a well-estab-
lished career program in a given occupational area. This program
change has resulted in a marked decrease in the number of referrals
made from the Inventory. The FY 1972 data used in the Civil Serv-
ice Commission staff report shows 550 referrals compared to 235
veferrals in FY 1975, However, essentially all of the searches
now conducted represent legitimate efforrs (as opposed to pro
forma compliance with requirements) on the part of agencies to
identify candidates for supergrade vacancies.

Providing Information

On the average, about 75 requests for information are answered
annually, ranging from simple ones to ones requiring special
analyses. \

Following is an illustrni:tve 1ist in random order of some actual
requests filled in the last few years.

- List of supergrade women for the Counselor to the President,
White House.

- Extensive data for the Presidential Advisory Commission on
Executive Salaries. . .

- Rate of promotion data for Bureau of Policies and Standards,
Civil Sexvice Commission,

- Retirement trends for the White House.

- Retirement trends for President's Pay Panel.

- Study of noncareer executives for Civil Service Commission
Executive Director. :

. Study of women and minority executives for Assistant Executive
Director for EEO, Civil Service Commission.

- MNumerous requests from academia including study of executives
with Public Administration degrees for National Association of
Schools of Public Affairs and Administration,

- Study of executives with computer background Eor U. S. Army,
Fort Lee.

- Study of Federal Executive Institute graduates for Federal
Executive Iastitute, .

. Mumerous requests from Congress for specific items of informa-

. tion, as, for example, educaticnal level of career executives.

- Numerous studies to plan fcatures of the Federal Executive
Service legislation, as for example, an estimate of the number
of executives who would opt for a three-year contract.

~ Data to support Civil Service Commission legislative testimony,

- Requests from agencies to provide aggregate background data on
their executives for manpower planaing purpeses, e.g., Federal
Aviation Adninistration, Department of Defense, Department of
Interior, Mational Aeronautics and Space Administration.
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- -Study of GS-15's with degrees in Psychology for American
Psychological Association.

- Computer tape extracts of all agency registrants for employing
agencles, e.g., Department of HNavy, Department of Interior and
Department of Defense.

Generate Annual Report to the Congress and Mailing Lists

Computerization of the Annual Report to the Congress provided the
Congress with more extensive information, in an easier-to-use format,
at the same time saving the Government an: estimated $10,000 annually.
The Inventory also provides automated mailing labels by which a
variety of materials are sent to either the whole executive group

or to selected portions of it. .

Providing Special Assistance to State and Local CGovernment, etc. j

The records of tetirees are retained in a special Inventory file.
These are used from time-to-time by non-Federal organizations
looking for short-term or part-time expertise.

As to the costs of maintaining the Executive Inventory, the $654,000
figure cited in the question is not, and never was, representative of

the actusl annual cost of maintaining the Inventory. The report in which .
this figure was given was trying to make the point that no cost calcula-~
tions were systematically made by the Bureau of Executive Manpower (as of
FY 1972) and that such calculations were feasible. The $654,000 figure

was a hypothetical one to show only how such calculations could be made
and did not purport to represent actual costs. .

1n FY 1975 the Civil Service Commission spent $92,000 in maintaining the
Inventory (compared to $150,000 in FY 1972), The costs of searching the
Inventory and providing candidates to agencies amounted to another $169,000
in FY 1975. The total costs attributable to the search process, then,
amounted in FY 1975 to $261,000 minus a portion of the Inventory maintenance
cost which should be allocated to the other four uses of the Inventory
{about 50 percent, or $46,000), Since 235 referrals were made in 1975 for

a total cost of $215,000, the average cost per referral was just over $900.
Of the 235 referrals, 127 resulted in selections of individuals previously
unknown to the agencies conducting the searches. Based on the FY 1975 da* |
this represents a cost per placement of $7,679. It is difficult to put a
dollar figure on the value of filling a key executive position with a well-
qualified individual. The only yardstick we have is a comparison with

what the private sector is willing to pay for such services; this is
reported to be in the range of from $10,000 to 415,000 per placcment,

As far as the other four uses of the Inventory are concerned, it is extremely
difficult to put a dollar value on them. The Inventory has been of invalu-
able assistance to management in program planning. Xnowledge of the charac-
teristics of executives and of their career patterns is basic to the Civil
Service Commission's leadership role in personnel management.
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The Inventory is a uni
que resource representing a substantial Govern-
:z::cligz::tmen: thatlihmud not be discarded lightly. Whether orezzt
oty 18 really cost effective is a matter of
udgment ai
the worth of the services it performs. The Civil Scrvicegcn:mu:iz:

considers these se:
fons rvices to be worth the cost of maintaining the sys-

:s ca: be seen from the preceding discussion, the value of the Inven-
ory has been continually reassessed since its inception and changes
have been instituted to improve both its cost effectiveness and 1%
true value to sgencies in staifing their executive positions, A *
psrt.: of this continuing assessaent, the Inventory was one of.th .
::plc;adiscussed by the recently-formed Interasgency Group on Ex:cu-
L ve Manpower. This group, which 1eé comprised of the Directors of
ersonnel from 23 agencies with large numbers of supergrade positions

under Civil Service Commission purviex mOUs
W,
tinuation of the Inventory. ’  oant 17 endorsed the con-

‘]i sil::uld be noted that the Civil Service Commission for several years
ln:g mﬁ:‘dcw;loping a government~wide Federal Personnel Managewent
paforma on System (FPMIS), When the exact coverage of the FPMIS has
en fixed,. the Civil Service Commission plans to evaluate it d,
critically to determine whether the Iaventory should continu:a:eae :

(distinguishable entit FPMIL
y or whether the ba
adequately meet those needs. se § coverage might
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A4 COMMENT:

1t has becn reported that agencics are rcluctant to establish formal .
XD “high potential® identification systems in connection with their
XD programs because of a nagging suspicion that such systems are con-
trary to merit promotion principles and the spirit of the competitive
civil service. In other words, agencies believe "high potential®
jdentification is tantamount to preselection and results in the estab-
lishment of “crown princes” who get all the promotions.

QUESTION:

How does the CSC respond to such criticism and what is the CSC doing
to guide agencies in their efforts at establishing effective “high
potential”identification systems?

RESPONSE: (‘

One of the requirements of FPM Letter 412-2 is that agencies implement
operational systems to tdentify individuals with high managerial
potential. By the temm “aperational" we meant a formal system com=
pletely integrated into pexsonnel management operations and fully
documented by appropriate policy statements, implementation, directives
and program descriptions.

Agencices bave always identified high potcntial cmployces. However,

the identification process has usually been haphazard, incomsistent,
highly subjective, and heavily influenced by chance factors. What we
are requiring is that this process be handled in a systematic open-and~
above-board manner fully consistent with merit principles.

Most promotions to managerial positions should be made from among the
high potential group. However, this group is not a static, frozen
pool. A person who has bcen designated as having high executive poten~
tial should not retain this designatioa if his or her performance on-
the-job and in developmental assignments is less than exceptional.

Similarly, the fact that an employee has not at a particular time

been designated as having high executive potential should not exclude
him or her from further consideration for executive development pxo-
grams. High potential identification systems must provide for syste-
matic consideration of all employees who meet certain minioum qualifi
cations established by the agency, and for periodic reconsiderations -
of the same population.

The Commission has given considerable advice and assistance to agencies
on the establishment of effective high potential identification systems.
Of particular significance is our technical assistance paper Considera-
tions in the Identification of Managerial Potential which provides
nonprescriptive guidance to agencies in finding & bigh potential iden-
tification process which will fit their particular needs. Among the
services provided to agencies by the Commission in this area are:
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- 1ndividual consultations with agency representatives on high
potential identification problems;

- Consultation on the design and operation of assessment centers;
and

- Assistance to various agency and interagency groups on conferences,
seminars, and workshops on identification of managerial potential.

We plan in the near future to issue a Federal Personnel Manual Letter
to clarify the relationship of high potential identification systems
to merit principles,

-
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COMMENT:

An important means of evaluating the Government's XD efforts is te
determine how much is being expended on such efforts.

QUESTIONS:

Can the CSC provide data on the total amount actually expended on
XD by the agencies and the CSC/OMB for FY's 1975 and 1976 (to date)?
Why isn't XD a budget line item? .
RESPONSE:

Neither the Civil Service Commission nor the Office of Management
and Budget can provide data on the total amount expended on execu-
tive development in the executive branch. Federal accounting sys-
tems are not now set up in such a way as to provide this data. Ve
will explore with agencies and the Office of Management and Budget
means of obtaining better financial data on executive development.
Of interest, however, may be the experience of the Internal Revenue
Service which is recognized as having a well-respected Executive
Training and Development Program of long standing. In FY 1975, the
IRS devoted 1.45% of its training budget to the training of execu-
tives. This represented .00018%Z of the Agency's total budget for
FY 1975.

Most executive development takes place on the job and is very diffi-
cult to assess from a cost point of view. For example, a special
project which an éxperiénced matager could handle in approximately
a week may be deliberately assigned to a less experienced manager in
order to allow him to acquire new skills and abilities and to give
the organization a fall-back capability in case anything happens to
the more experienced manager, Assuming that the less experienced
manager took two weeks to finish the project, the costing of that
portion of the project which velates to development would be ex-
tremely difficult. There would be guality differences but you would
have only one product and couldn't make exact comparisons. There
would be time differences, but you have only an educated guess as

to how long the experfenced manager would have taken.

It is our thesis that work assignments are the primary vehicle for
executive development, with formal training serving as a very im-
portant supplement. In light of this, the costing problem illus-
trated above would be repeated over and over in far more complex
situations if we attempted to obtain exact reporting on total ex-
ecutive development costs.

The sccond portion of your question related to budgeting procedure,
We see no substantial benefits to be derived from making executive
development a budget line item, Executive development is an essen-
tial long-term capital investment -- a necessary cost in the manage-
ment of every long-term program. It should be viewed as part of
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the basic fabric of management and not as an add-on or special ac-’

tivity. In every program area, continufi

to avoid managerial obsolescence and to :ﬁs:::e:ot::nﬁz :rer:::ded
of present managerial capabtilities and a supply of futurzzmnmgngr-
ial resources. To identify executive development as an overall
agency line item would tend to divorce it from the decisfons of
indfvidual program managers and to make it a program imposed b
the sgency personnel offfice upon progrem managers, It is analcy»
gous to other essential support functions which are included in

the budget of th
line itgm. o e line functions they support, mot as a separate

.
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COMMENT:

e

Top political appointees of agencies are not always strong support-

ers of XD (which is a long-term process) because their Governmeat
careers only average about 19 months and, thus, their goals and
{interests are relatively short-term.

QUESTION:

What is the CSC doing to encourage top political appointees to be
strong supporters of their agencies' XD efforts? What type of
training do political appointees receive in the areas of standards
of conduct and responsibilities for perpetuating the agency? .

RESPONSE:

The Commission has undertaken a number of initlatives to encourage
top political appointees to support executive development. Our
most recent effort invalves a nuaber of actions taken to publicize
and implement the recent Presidential mandate on executive develop-
ment. In his Budget for Fiscal Year 1977, the President states
that “Federal agencies are being directed to strengthen their in-
ternal programs of executive selection and training." The Civil
Service Commission and the Office of Management and Budget are re-
sponsible for assisting agencles in the implementation of this
Presidential directive and ensuring that agencles (1) speed up
implementation of exccutive development prograss, ond (2) relate
those progrsms to the executive manpower planning and selection
processes. A joint OMB/CSC memorandum to agency heads on this sub~
ject will soon be issued. This memorandum will emphasize that the
ultimate responsibility for carrying out the Presidential directive
rests with the heads of departments and agencies. It will further
point out that Executive Resources Boards (which are composed of
top political and career afficials) should ensure that those who
have participated successfully in executive development programs
ere fully considered when cxecutive vacancies occur. Also, the
Commission's Executive Director will be sending a memorandum to
all agency Personnel Direcctors outlining their responsibilities
for assisting agency top management io implementing this Presiden~
tial directive. .

Other actions taken im an attempt to persuade top political appoin-
tees of the need to institutionalize executive development include:

- Involvement of the Office of Management and Budget in various
joint OMB/CSC efforts (including a meeting of Ass't. Sec's. for
Adm. with OMB Director Lyan and CSC officials) designed to high-
light the critical need for allocating resources to long-range
organizational maintenance and improvement, f.e., investment
of time and money in continuing programs to improve the quality
of the career exccutive and managerial workforce throughout the
executive branch.
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- In his annual meeting this spring with Under Secretaries and
equivalents in the executive departments and major independent
agencies, Chairman Hampton will discuss the need for their per-
sonal involvement in establishing continuing programs for devel-
oping both incumbent and potential executives. ’

In December 1974, the Commission's Bureau of Executive Manpower
issued a publicatiaon titled Your. Executive Team, A Guide for
the Noncareer Executive Appointee. Although this publication
is primarily an orientation aid for new political appointees,
it highlights the responsibilities of political officials to
ensure that subordinates receive the education, training, and
on-the-job experiences necessary to waintain and improve man-
agerial competence,

For well over a year, the Commission, operating in conjunction
with the White House and the Office of Management and Budget,
- bas offered in Washington a Public Service Briefing Program

for Policy Executives. This Program provides newly appointed
policy executives with orientation materials put together by
the White House and key Federal agencies whose programs have

a special impact on Government operations and briefings con-
ducted by the Commission, In this Program, the Commission pro-
vides information on a variety of matters, including Federal
executive development.

We will continue our efforts to encourage political appointees to
ensure eontinuing high quality of Federal career execubives through
continuing executive development programs.

207

COMMENT ;

During FY 1974, the OMB and CSC initiated a compulsory XD program
which was superimposed on 12 agencies known as the Special Execu-
tive Development Effort or SEDE program.

UESTIONS:

How successful was this program? What was the extent of evalvation
performed on this program?

RESEONSE:

In light of the limited objectives and one-time nature of the Special
Executive Development Effort, we did not attempt a comprehensive qual-
itative evaluation of the program, However, statistical reports pro- \
vided by the participating agencies established the fact that for the 7«,
first time a cross-section of large Federal agencies took many of the

basic steps which are essential in setting up agency-wide executive
development programs. .

(MB representatives have stated that the Special Executive Development
Effort was established primarily to (1) stimulate executive develop-
ment activities during FY 1974, (2) get the attention of agency top
management -- particularly those respensible for budgeting and intere
nal resource allocation, and (3) prove to the agencies that (MB and
CSC were determined to ‘make executive development happen” in the
Federal -service. There is no question that these liwited objectives
were achieved,
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COMMENT: * .
Under the Intergovernmental Personnel Act (IFA) of 1970, a number
of XD projects and mobility assignments are funded each year.

QUESTIONS: ~

a) How are IPA elements integrated with agencies' XD proprams?

b) What use do agencies make of the various XD projects funded on
behalf of State and local governments under the IPA {e.g.,
training programs, establishment of XD systems),

RESPONSE :

On September 14, 1973, Chairman Hampton sent & memorandum to the
heads of Fedexal departments encouraging them to make greater use

of the mobility program. 1In this memorandum he noted, “Agency
executive development programs are including mobility assignments

45 a standard procedure."” Federal agencies in the past several years

- have wade varying use of the IPA mobility program as a tool for XD,

A recent review of the operation of the mobflity progran within the
Soil Conservation Service {SCS) of the U, §, Deparxtment of Agricul-
ture showed, for cxample, that 150 SCS employees have served on
mobility assignments with State and lecal goverments., While the main
thrust of the assignments was to perform work that was smutually bene-
£icial to the agencies involved, it is clear that there has been pay-
off in terms of XD, The report notes: :

Enployee reaction to the program is very positive. Although
assignments are often difficult and require duties quite dif-
ferent from those normally exercised, employces almost without
exception consider the work they've done under IPA to be chal-
lenging, publicly valuable, and personally satisfying.

Despite the successful use of mobility assignments for XD in ogencies
such ag the Soil Conservation Service, it is clear te us that much
more can be done along these lines in most Federal Agencies. 1In the
months ahead we will be working in both the IAG Committee on Mobility
and the IAG Committea on Executive Manpower to promote greater use of
mobility assignments in XD,

The results of all IPA grant projects are sent to the CSC's Bureau of
Intergovernmental Personnel Programs, All products resulting from
training grants (including XD) are sent to the Bureau of Training
where they are used in a number of ways. For example, an IPA grant
to the Midwest Intergovernmental Training Committee resulted in two
products: (1) a book on Evalustion Guidelines for Training Pro; rams;
and (2) a book on Assessing Trainin Needs. These books have been
furntghed to the Bureau of Training for use by their staff in provid-
Ang guidance on these subjects to Federal agencies. Training course

© materials on XD are reviewed by curriculum specialists in the Bureau
- of Training and adapted where feasible for Federal training courses,

209

The Bureau of Training's Office of Agency Assistance and Resource
Coordination also uses where appropriate IPA-funded State and local
training products when providing guidance to Federal agencies on
training matters.
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COMMENT ¢

XD programs &ré integral components of agencies' manpower planning
systems. One cannot exist without the other.

g

Hhax;uts"ﬁ: ¢sc doing to get agencies to effectively integrate XD
programs with their manpower planning systems? What are the problems
in this area?

X

“ The Civil Service Commission completely apgrees with this comment

and has been developing guidance material to help agencies inte-
grate Executive Developuent (XD) programs into their executive
manpower planning procedures. In a project begun in October 1973,
the Burcau of Executive Manpower has been drafting a new subchapter
on executive manpower planning plus other revisions of the Federal
Personnzl Manual Supplement 305-1 titled "Employment under the
Executive Assigusent System," In addition, an Execcutive Manpower
Management Technical pssistance Paper (EMMTAP) on this subject is
being prepared.

The revised Federal Personnel Manual guidance will urge sgencies

to merge their Executive Assignment Boards and Executive Manpower
Resources Boards into a_single Executive Resources Doard and expand
its roles in order to integrate the oversight responsibility for
menpower planning, executive development, position management and
staffing. The BMMTAP will provide more specific guidance with sampie
procedures and documentation for uniting XD with agency executive
staffing plans.

The emphasis in this guidance to agencies is on tailoring XD pro-
grams to the Board's forecasts of future staffing requirements.
Agencies are also being directed to coordinate Individual Develop-
ment Plans (IDB's) through the Board's executive staffing review.
The use of an agency-wide Developmental Assignment Matrix is being
suggested as a way for ‘the Board to carry out its broker role in
arranging for developmental exchanges among agency components.

A difficulty arises in attempting to prescribe detailed procedures
to agencies which are extremely varied in terms of mission, size,
and organizational structure. Many agencies have placed the XD
function in a training segment of their organization relatively
isolated from other personnel eperations such as recruitment and
staffing. In order to integrate and oversee these highly inter-
dependent personnel functions, ‘the tnvolvement of ‘top level mwan-

meededs+-Ht winy Egencies this top fevel ‘participation
is currently lacking.” We will continge Lo urge ‘each agency (and
provide guidelines, if necessary) to remedy this situation and
coordinate executive manpower management . through the full partici-
petion of agency leadership.
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COMMENT :

In many agencies, “high potential™ identification programs do not
work because they are divorced from the promotion program.

QUESTIONS:

Why are time and dollars spent developing “high potentisl" employees
if they are not going to be selected to fill executive vacancies?
What is the CSC doing to encourage integration of *high potential"
jdentification and development programs with the promotion programs?

RESPONSE:

The Commission agrees that executive development programs must bear
a close relationship to the merit staffing process and we are working
with agencies to bring this about, The primary mechanism for relat-
ing executive’ development and executive selection is the Executive
Resources Board. We believe that the line officials who make up
Executive Resources Boards should be heavily involved in identifi-
cation of potential executives, overall operation of executive pro-
grams, and merit sclection for executive vacancies, Such a compre-
hensive plann1ng-development-seleccion system can be fully compatible
with merit principles. .

We are not advocating a system in which everyone designated as having
high potential would become an executive, Some will be selected out
of such programs because their performance in developmental assign-
ments does not meet the very high standatds called for. Others will
determine on their own that they are unwilling to take all the extra
pressures and obligations involved in executive development. However,
we believe that those wha perform successfully in executive develop-
ment programs must be given full and fair consideration when positions
of greater responsibility become vacant.



A.ll,
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COMMENT :

A 1975 General Accounting Office (GAO) report on civilian training
in the Federal Government stated, that during FY 1973, about
960,000 civilian employees received a total of almost 45,000,000
hours of training costing spproximately $216,000,000, The GAO -
further stated that if the salaries paid to employees while attend-
ing such training eessions were included in this figure (which they
should be) totel training cost’ would approximate $500,000,000, An
undetermined, but nonetheless significant portion of this amount,
1s devoted to executive and management training (the GAO's report
did not include training of the uniformed military).”

QUESTIONS:

Considering increases. in Foderal seiaries since FY 1973 and the train-
ing expenditures of the uniformed military, is it possible that the
Government's current training costs are neaxing a billion dollars
each year? What is the CSC's estimate of the Government's total
training (dollars, including employees' salaries while in training,
and time) which is being devoted to executive and managerial train-
ing? Why is the CSC continuously expanding its training facilitles
and encouraging agencies to accelorate training of their cmployees
when such training has not been effectively evaluated by the CsC or
the agencies as to whether (1) the training is needed; and (2) the
training actually increased the effectiveness of the employee's work
performance?"

RESPONSE:
We are not able to say whether the Government training costs (civilian

and military) are nearing a billion dollars per year because the
Commission has no information on the training budget for the uni-

 formed services. With respect to the costs of civilian training,

it is our view that they are now relatively stable when adjusted
for inflation. : .

s

Reported costs do not include participant salaries. Nowever, based
on the latest available data, our best estimate of the FY 1974 cost
of civilian executive and managerial training (including ewployee
salaries) 1is $23,473,000.

There is no evidence that the Covernment as a whole is increasing
its training activitics since we started keeping detailed training
statistics in 1967. While the Commission's training increased, data
on FY 1975 and FY 1976 Federal training participants, indicates over-
all reductions in total Federal employee training instances.
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Training in support of Upward Mobility and Executive and Management
Development accounts for the bulk of the increase in Commission-
delivered training in recent years. Beginning in 1971, our train-
ing needs surveys clearly showed a very high need for training in
support of executive and managerial development and partly led to
the joint CSC-OMB efforts to jmprove in this area, Upward mobility
training was increased substantially in direct response to the will
of the Congress as expressed in the Equal Employment Opportunity Act,
as. amended in 1972,

The Commission views training to be an important and necessary man-
agement tool for improving the effectiveness of employee work per-
formance, We have developed management processes for use in deter-
ming the cost effectiveness of training as a method for improving
job performance where results are measureable. About 60 percent of
all jobs in Government deal with messureable outputs of goods or
services. The remainder, largely technical/sclentific or managerial/ "_.
executive, are not so readily assessed. There are clear indicators
available from productivity studies which tend to show a high corre-
lation between training and productivity. Further, the Commission
is engoged in cxtensive rescarch in assessing the worth of supervi-
sory and management training. We expect to start pilot testing
methodology for making theso assessments shortly.
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A.12. COMMENT:

The Investigative Staff believes that if the Government was to cease
all formal classroom-type training, other than training in "hard"
skilis {e.g., typing, stenography, ete.), this would not materially
affect the functioning of the Government.

QUESTIONS:

What are the CSC's comments in this regard? What hard evidence does
the CSC have to base its comments on?

RESPONSE :

The question conveys the impression that the belief exists that "hard"
skills training comprises only a small portion of the total training
that the Federal Government provides its employees, whereas quite the
reverse 1s true. According to FY 1974 data on training throughout the
Federal establishment, instances of training by types is as follows:

Legal, Medical, Scientific or Engineering 96,134
Administration 108,148
Technical 237,295
Clerical 46,664
~--—Prade or Craft - - 36,496
TOTAL 524,737

The total above of 524,737 comprises 71.7% of all instances of training
reported for FY 1974. Executive and managerial training accounted for
only 6.8% of the grand total. The remaining 21.5% is divided between
basic adult education and orientation training.

Organizations should use formal classroom-type training vhen 1t is the
most cost effective means of getting the training job done. The point

that must be emphasized again and again is the cost effectivencss criteria.

Where formal classvoom tratning is the most cost effective means of
acconplishing a needed training goal, it should be used. In a rapidly

changing society where man's knowledge is cxpanding significantly, we need

to use all appropriate means for updating and maintaining our staff in
Governmeat competencies., No large public or private organizations could

function effectively without the ability to provide formal classroom training

as needed. 1In many cases, formal classroom—type training is the only

feasible way of disseminating necessary data and policies about requirements
of new legislation, changes in’technology, safety and energy conservation,

to name a few uses of classroom training other than for “hard" skills
training.

Given the data, and the discussfon above, the CSC strongly disagrees with
the comment of the investigative staff. .

i
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A.13. COMMENT:

Federal employees should be encouraged to engage in training and
development activities on their own time and at their own expense.

QUESTION:

What is the CSC doing to encourage agencies to reward their employees
for engaging in training and developmental activities on their owan :
time and at thelr own expense?

RESPONSE:

Section 4103 of title 5, United States Code, provides that each agency
program for the traioing of its employees, and plans established there~
under, shall "...provide for the encouragement of self-traianing by
employees by means of appropriate recognition of resultant increases
in proficiency, skill and capacity.”

In its training regulations, the Commission requires apencies (in

5 C.F.R, 410.301(G)(4)) to take such administrative action as is
necessary to assure that employees' self-development ™...is fostered
through a work environment in which self-development is encouraged,
self-atudy materials are reasonably available, and self-initiated
improvement in performance is recognized."

In its Federal Personnel Manual, the Commission reminds ggenciés that

Government training 1s a way to build on efforts already made, or being
made, by employees to acquire konowledge, skills, and abilities equipping
them for the performance of official duties. In that Manual, the
Commission points out how agencles can assist employees in their own
development efforts by allowing employees periods of leave without pay-
or use of annual leave to pursue courses of instruction only available
during regular work hours or by adjustment of the employees' workweek
to enable them to pursue such courses. - '

Also in the Federal Personnel Manual, the Commission urges agencles to
recognize the results of efforts of employees to develop their potential
for the performance of official duties. Agencies are urged to acquire
and record information about those efforts and to reward those efforts
through -

o recognition of resultant improvements in job performance
through performance evaluarion and incentive awards;

o recognition of resclting increases in capacity for per-
formance on other work assignments through promotions;
and

o conslderation of employees' demonstrated interest in,
and capacity for, development of their potential when
making selections for Government training.

‘ Approved For Release 2005/07‘% : CIA-RDP82-00357R000800200017-8

9



Approved For Release 2005/07/26 : CIA-RDP82-00357R000800200017-8

'
l

a i

¥ 216

By actively publishing information about available educational
opportunities and by doing everything possible to make it convealent
for Federal employces to attend after-hours training through devices
such as arranging with schools and universities to make such training
available in Federal buildings, the Commission and other agenciles
actively encourage employees' participation in such self-development '
opportunities. However, to directly reward employees for the act of
engaging in after-hours training is considered to be inappropriate.
Where such training leads to improved performance, that performance
is recognized directly through the awards and promotion system. In
additien, when appropriate, advanced educational achievement is
considered by screening and selection panels when they are screening
employee applications for promotion. :
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A.l4. COMMENT:

The Government's loss of productivity while employees are attending
formal training sessions may be significant. In this regard, there
are about 30,000 man-years of lost productivity each year while
Federal employees are attendlng training classes.

ESTION:

What 1s the CSC currently doing to assess the impact of the loss of
Government productivity while employees are attending formal training’
classes? This question should also be directed specifically to the
loss of top~level productivity. Y

RESPONSE:

The Commission rejects the assumption that training results in a loss (
of Federal productivity. A principal objective of training is to
improve productivity. Ia fact, if there were not improvement in
productivity over an appropriate amortizatiom period of the capital
investment in training, there would be little continued demand for

most training engaged in either by the Federal Government or by

private industry. The devices in the process of being designed by

the Commission to measure the return to the Government from Federal
training focus on the incrcase in productivity resulting from training
as the principal measure of the benefit of such training.

As already mentioned, the Commission is actively engaged in the design
and development of improved devices for measuring the increases in
productivity resulting frowm the training of Pederal employees. One of
these devices, Training Value Model I, has been in the hands of Federal
agencles for over two years and 18 being used to measure productivity
increases resulting from training for employees who are engaged in
activities with readily measureable outputs. The Commission is necaring
the final stages in the design and testing of an instrument to measure
increases in productivity of individuals such as supervisors and
managers, who do not have a readily measureable work product.

‘Training Value Model I and the nearly completed value model for managerial

training, when used in conjunction with the well-established training
Cost Model, provide Agency Mamagement with the necessary tools to condu
cost/benefit analysis of training. Since these models cen be used to (
predict the cost/benefits of training as well as measure it after the
fact, they mot only can be used to make informal judgments about training
investments, they can also be used to identify break-even points where
improving performance would be more beneficial.
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A.15. COMMENT:

Agency HQ monlcoring and evaluation of sub-agency XD efforts are
virteally nonexistent.

QUESTION:
What measures are being taken to correct this situation?
RESPONSE:

The comment is, for the most part, correct. The program of evaluation

of XD efforts in the agencles is still in its formative stage. Thought
was given at one time to developing a gtandard, or “model" agency
monitoring and evaluation system. However, following approximately
one-year's experience by the CSC in conducting in-depth evaluations

of executive manpower programs im a number of agencies, the conclusion
has been reached that the wide diversity among agencies in their
organization structures, functions, chains of command and delegations

of authority militates strongly agalnst the feasibility and pracricality
of a standardized system which would be imposed on all agencies uniformly.

Experience during the aforementioned series of evaluations has indicated
that the more effective approach, which will be strengthened and iuproved
upon as more evaluation experience and specialized expertise is gained,
will encompass:

executive manpower program, including development of
internal monitoring and evaluation.

: 1) Conrinuing in-depth external review of the total agency

2) VWhen necessary, strong recommendations for specific
improvements, tailored to the characteristics and
problems of the particular agency.

3) Direct BEM encouragement, guidance and assistance to
agencies in their efforts to institute or improve
internal monitoring and evaluations systems.

4) Continuing follow-up review by BEM of agency internal

evaluation programs. .

The policy of the €ivil Service Commission remalas that of fostering
internal agency evaluation of all personnel management programs,
supplcmented by external revicws by the CSC.
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COMMENT: .

The FEDP-1 —— a special XD effort -- was initiated in 1973 by the
OMB in cooperation with the CSC. The FEDP-I was designed to provide
in its first year (1974) a program of formal management training
and interagency developmental work experiences for 25 carefully
selected GS-15 managers having high executive potential -~ with the
further objective of developing a cadre of mamagerial generalists
who would be able to move into positions almost anywhere in the
Federal Government. The FEDP-IT is an offshoot of the FEDP-I and
is being managed by the CSC in collaboration with the OMB. The
program is still in process and is expected to be completed by the
close of FY 1976.

QUESTION:

What evaluations have been performed to ensure the special FEDP's
were cost beneficlal and in the best interests of the Federal Covern~
ment (the cost of the FEDP's will be about $2,000,000)7

RESPONSE:

Bath FEDP-I, adminlstered by the OMB, and FEDP-IT administered by
the Civil Service Coumission, were experimental programs, in which
both the basic concept and specific features of the programs were

to be tested. During the planning stages of FEDP-II careful consid-
eration was given to a number of problems which were identified,
through concurrent evaluvation, by agencles, the OMB, and the Com-
wission 1n the first pilot program:In-particular we found thatl--

-~ Agencies were not deeply involved in the first program, which
resulted in cutting participants off from their home agencies;

- ‘The projected market for generalist supergrade wanagers had
been overestimated; and

- Our initial selection process was cumbersome and quite expensive.

Modifications were made In the format of the second pilot program

and a comprehensive evaluation plan was adopted This called for as~
sessment of the value of each work experience by the participant and the
work supervisor, interviews with parcicipaats, persoancl directors and
agency coordinators, and long-term tracking of the carcer progress of
participants and of control groups. (Long-term tracking for partici-
pants in FEDP-I will also be conducted.)

Preliminary analysis of the evaluation data on FEDP-II to date (the
program Is still in progress) indicates thar from the perspective of
the participant, FEDP-II has been quite successful. That is, by

and large, the participants felt that they would return to their
agencles better able to undertake executive responsibilities because
they had developed new skills and more importantly a deeper under-
standing of thelr own agency in relation to the Federal Government as
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a whole, Indications are that many of the developmental assignments
have produced products of considerable value to the host agency. Hou-
ever, problems remain in wmeshing the FEDP concept with overall agency
executive development efforts.

For this rcason we have involved the Committee on Executive Manpower
of the Interagency Adviscry Group (a group of agency personnel direc—
tors) in further assessment of the program and in the development

of the third pilot program, FEDP-III. This has just been announced.
Major changes have been made in the format to make for a closer link
between FEDP-III and agency needs, to make it possible to tallor the
FEDP experience to the Individual Development Plans of participants,
and to drastically reduce program costs. This third pilot program
will be intensively evaluated, too, beforc any ‘definite decision .is
made on the long-range future of the program.

FRSE

B.2.
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COMMENT:

There have bcen reports that the FEDP-I was inadequately planned,
coordinated, and evaluated, and that the quality of participaant
developmental assigaments and agencies' management coumitment were
lacking in the FEDP-II. In addition, the CSC and the GMB are also
in the process of developing another FEDP effort which is expected
to be implemented upon completion of the FEDP-1I.

QUESTION:

What steps are being taken by the CSC and OMB to correct the above

deficiencies in.the newly proposed offshoot of the FEDP's I and II?
RESPONSE:
The third pilot Federal Executive Development Program, FEDP-III, (I

differs significantly from FEDP-II and even more so from FEDP-I.

A series of deliberate program modifications have been incorporated
in FEDP-III in order to merge the interests of agency management
and participants.

The most significant difference between FEDP-III and the two earlier
pilot programs is that they required a completelseparation of the
participaat from his regular job while FEDP-1II does not. It is
a part—time program which will require that a total of six months
of a participant's time be spent away from his regular job over a
two-year period. The periods in which the individual is away are
to be arranged at the agency's and the individual's convenience.
This makes it improbable that agency management will forget about
the participant while he is in the program or will fail to realize
that it has an interest in getting the best possible work experi-
ences for him or het.

Another important difference relates to selection. Primary selection
responsibility rests with the agency. This is in line with the
principal objective of FEDP-III, "To scrve as a stimulus for the
establishment and improvement of agency executive development pro-
grams." Glving primary sclection responsibility to an agency Execu-
tive Resources Board or similar instrumentality places the agency

in a position where it will want to make the program work.

We hope that these two modifications will have the dual effect of
making this a wore tightly managed and efficient pilot program and
at the same time a more effective stimulus for broader agency execu-
tive development activities. As mentioned earlier, the cost of this

third model 1s much less than that of either of the two earlier models.
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COMMENT :

The FEI -- located in Charlottesville, Virginia, and administered
by the CSC (under the Chairman), {s the Government's principal
interagency training facility serving the trailning and develop-
ment requirements of high-level Federal executives, principally
at grade levels of GS-16 and above, or equivalent,

QUESTIONS:

What thought has been given to sites for the FEI other than the
Charlottesville, Virginia location? How was the Charlottesville
site sclected?

RESPONSE:

The Charlottesville site for the FEI was identified by the General
Services Administration in the spring of 1967. That identification
occurred during an intensive site search undertaken by the GSA
offices located in Washington, D. C., Philadelphia, and Atlanta.
The Charlottesville site was among several referred to Commission
officials for consideration and it was the one most readily avail-
able. Actual lease negotiations and leasing was undertaken by the
Ceneral Services Administration in 1968.

The following criteria were considered in the fnitial location

of the Federal Executive Instituie; (1) an optimum distance from
Washington, D. C. -~ far enough away ta discourage participants
from-living at home; so as to maintain an intensive and rigorous
residential program, and close enough to permit convenient access

to resources of the Wation's capitai; (2) proximiry and complete
access to highest quality university resources in all major disci-
plines; (3) immediate access to superior, complete medical and dental
services, appropriate to needs of participants in the age, economic,
and social levels of federal executives; (4) proximity to varied bus-
iness services; (5) proximity to diverse public civic services; and
(6) a self-contained, retrecat environmeat, away from work and family
demands, conducive to maximum utilization of time and supportive of
intense study and reflection,

A further consideration in the initial establishwent of FEI in
Charlottesville was accessibility in terms of training participants

and visiting resource persons. Both public transportation via plane,
bus, traim, and private highuway access are essential to FEI's operation,
and despite its relacively small size as a city, Charlottesville is
seryed exceptionally well in these respects,

In 1973, a major Civil Service Commission task force, composed of

representatives from the Bureau of Training, the Bureau of Executive
Manpower, the Bureau of Management Services, the Bureau of Policies
and Standacds, and the Federal Executive Institute, met to reexamine
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executive and managerial training needs and to reconsider FEL's location.
At that time, alternative sites were again examined. The relationship
between the Federal Executive Institute and the Unlversity of Virginia
was evaluated, and the task force concluded that the University of
Virginia had not only maintained a superior reputation, which would
again justify its selection as a site for a federal executive and
managerial training center, but that it had also demonstrated over a
six-year period a capacity to work with the Federal Executive Institute
in meeting a wide array of executive training facility requirements.
Experience of the last three years continues to support that conclus-
ion. University services to FEI since it was established in 1968 !
have been virtually free or at actual cost since the University

has not been required to seek financlal profit from the relationship.

As a relatively tiny organization, the Federal Executive Institute

could not begin to pay for the rich resources associated with this [N
major university, which are essential to the Institute’s operation. ’

This conclusion from recent experience is based on further explora—
tion of alternative sites during 1974 and 1975 in connection with
Coumission studies of possible development of an enlarged facility
for executive and managerial training. Alternative sites were first
explored by a Commission task force in 1973-74, and alternatives

were again examined in 1975 at the request of the Subcommittee on
Public Buildings and Grounds of the Senate Committee on Public Works.
During this past review of facility alternatives, consideration was
glven to existing federal facilities, possible privately-held facili-
ties, and alternmative new construction sites.
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COMMENT:

The impact and usefulness of FEI training has not been adequately
evaluated.

QUESTION:

With the exception of questionnaires cowpleted by training partici-
pants, why haven't efforts been made by the CSC or the agencies to
measure the real impact of FEI trainming on an individual's work
performance?

RESPONSE:

In program evaluation in education and in some other areas of pri-
vate and governmental activity, evaluation wmeasures may most
approprlately be qualitative and not quantitative only. If people
valued only that which could be quantified in goverament, most

of the freedoms valued by the Constitution would be seriously
diminished. In practical applications of this deep understanding
of complexities in government, the joint GAO/OMB/CSC Project on
Measuring and Enhancing Productivity in the Fedcral Governwent
recogaized from the outset that qualitative measures are not only
essentlal but desirable in program evaluation. In the work of the
National Commission on Productivity and the Quality of Working
Life, in which the FEI Director has provided some leadership, the
same practical consideration has been accepted in efforts to
improve productivity in private and government activities. This
1s not to say that more and better evaluations by agencies and

the Commission of FEI impact on work performance are not desirable.
It is necessary, however, to recognize that in executive-level
education, qualitative evaluations, including reputational evalua-
tions, are essential if one is to be at all practical. Most execu-~
tive positions are such that even "quantitative" evaluations of
work performance are simply qualitative evaluations with numbers
assigned to them.

In this widely accepted evaluation criteria of qualitative and
reputational measures for programs in basic research and in higher
education, perceptions of high~level recipients of education may
be given considerable weight. Likewise, qualitative reputation of
faculty and iastitutional programs are standard evaluation criteria
accepted by every major university sund research center. A balsnced

pexspective on TEI and evaluations of its programs requires considera-

tion of the gtandard qualitative evaluations which are used by other

institutions such as The Brookings Institution and major umiversities.

While further evaluations by client agencies would contribute to
necessary program evaluation, two sorts of information on the quality
of work at FEI merit consideration; first, evaluations which have
been conducted on FEI progranms, and second, the high reputation of
faculty attracted to the Institute.
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FEI Program Evaluations:

The Federal Executive Institute developed an FEI program evaluation
survey questionnaire in October-December, 1975, for malling in
January, 1976. A 20 percent random sample of alumni of FEI's
principal residential programs conducted since 1968 was selected for
this survey, and by March 5, 1976, 70 percent of the questionnaires
had been returned. That survey data is now beilng processed, utiliz-
ing University of Virginia equipment, and some analysis of the basic
data will be completed in May. A preliminary manual tabulaticn of
responses of graduates of the seven - (earlier eight-) week programs
was completed on March 5. Some results are available from that

tabulation.

FEI alumni were asked to rate their FEI work on scales from a LOW
value of ONE to a HIGH value of SEVEN.

On that survey scale, the average of responses to key questions on
FEI Senior Executive Education Progroms were as shown below.

Low 1 2 ‘3 4 5 6 7

Overall cvaluationatendofsession. . . . . . . . . .. .. ....... 611

Overall evaluationat thepresenttime . . . . . . . . .. ... ..... 592

Contribution to understanding of exccutiveroles . . . . . . . . . . . . 544

Contrit

| and interpérsomlskills P X £ ]

Contribution to knowledge of

Contribution to under ding of nati

H )
to lop of p

systems and p impact . .5.03

b’

I needs and pri impact . . . .528

Contribution to developing skills in working with othersonjob . . ... . . . 549 . |

Contribution to overall citizenship effectiveness . . . . . . . . . . .. 518

HIGH

£

The responses- indicate an overall high value placed on FEIL work by
alumni: A rating of 6.11 at their sessions' conclusion, coupled with

a rating of 5.92 at the time of completion of the survey questionnaire,
highlights an .exceptionally high positive retention rate for the impact

of an educational program.
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Participant evaluations are also completed for each module and at
the conclusion af each FEI program. Final ratings of the seven-
week sessions since 1973, on a scale where one is low and seven
is high in value, have been: Session 21 = 5.7: Session 22 = 4.6;
Session 23 = 5.9; Session 24 = 5.8; Session 25 = 6.2; Session 26 =
5.3; Session 27 = 6.1; Session 28 = 5.68; Sesslon 29 = 5.84;
Session 30 = 6.13; Session 31 = 5.95; Session 32 = 6.00; and
Session 33 = 6.37. Final ratings in the three-week classes have
been: Class 1 = 5.70; Class 2 = 5.20; Class 3 = 5.50; Class 4 =
6.08; Class 5 = 5.91; Class 6 = 6.05; Class 7 = 6.20; and Class

8 = 6.20.

Because of the exceptionally high competence of the participants
involved, these evaluations must be glven considerable weight if
the reputational measures of performance usually applied to univer-
sity research and education are to be accepted.

Agency Evaluations:

Agency evaluations of impact of FEI training are helpful to the
Institute in modifying programs to meet changing needs and in
continuing efforts to lwprove program offerings. The FEI encourages
and cooperates with such evaluations. One example of an agency
evaluation is provided by a U. S. Navy study completed in 1973.

A report of that study is included at the end of the response to
Question C.2.

FEL Faeulty Reputationt —

if the same qualltative measures are applied to FET that are gen—
erally applied to the nation's great universities, it is essential
that achievement of the Institute's goal of fostering high quality
administracion in government be judged in part on the outstanding
leadership of the Institute's faculty in publicarions and in pro-
fessional organizacions. Only the most exceptional academlc or
governmental organizations can match the professional achieve—
weat of FEI's faculty sunmarized here for the calendar year 1975.

The Institute is unsurpassed by any university or government agency,

‘vegardless of size, in its central leadership in the American
Society for Public Administration, its most closely related pro-
fessional organization.

A. Professional Publications of FET Faculty.

FEI faculty haye continued to provide major leadership in
professional publications related to their disciplines.

The FEI publication, Ethics, Leadership, add Interdependence,
edited by Dr. Patrick Conkllm, has been through twve printings
since it was, issued last fall (a total of 6,000 copies), and
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agencies, individual executives, and other public adminis—
tration professionals report that it is highly valued.

Individual FEI faculty publications during the past year (or
items accepted for publication) include these:

Dr. Patrick Conklin: With Ross Clayton and Ray Shapek, Special
Edition of the Public Administration Review on the subject, "The
Policy-Management Interface in Intergovermmental Relations",
Winter 1975.

Dr. Richard Cable: "Development Administration: Background,
Terms Concepts, Theories, and a New Approach,"” design of a training
module for the Development Studies Program, Agency for Inter-
national Development, February, 1975; “Administration of Rice
Production in Asia: Personal Ristories of Program Personnel,"
Philippine Journal of Public Administracion, January-April,
1975 (with Fred Springer); Administration and Development in
Asia: A Comparative Analysis of Four National Agricultural
Programs, submitted to Unlversity of California Press (with
Fred Springer); in September, 1975, Dr. Cable's book, edited
with Jason Finkle, Political Development and Social Change
(Wiley, 1971), was identified in an article surveying the
tenching af political development courses (Westcrn Political
Quarterly) as the most frequently assigned book in the field.

4

Dr. Ronald Gilbert: Assessing the Results of Social Innovation,
Fipal-Evaluation of the Orange County Compunity Scrvices Project
(Los Angeles: USC, 1975).

Dr. Chester Mewland: “Higher Education Administration and Execu-
tive Roles," Campus Management Case Studies, George J. Mauer, Ed.
(Pracger, 1976); "Public Leadership Reassesswent in State and
Local Government,"” Virginia Town and City, May, 1976; "Policy/
Progrum Objectives and Federal Managements: The Search for '
Government Effectiveness,” Public Administration Review, Januvary—
February, 1976; "On Being They: The Bicenteanial Era Public
Executive," Proceedings, Washington ASPA Conference, 1975, pending
1976; “Motivation, Productivity, and Performanca Appraisal,”
Municipal Personnel Administration, Winston Crouch, Ed., {(Washington:
1A, 1976).

Dr. Donald Nuechterlein: "Southeast Asia in International Politics:
A 1975 Perspective,” Asian Survey, July, 19753 "The Emerging '
Sino-Soyiet Contest in Southeast Asia,' Southeast Asia Spectrum,
Winter, 1975. - .

pr. John Sauter: Two articles, “Economic.Analysis of School
Boundary Flexibility," Akron Business and Economic Review, and
“Cost .Benefit Analysis of Open School Boundaries,' Journal of
Urban Economigcs.

A
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Dr. Donald Stupak: American Foreign Policy: ' Assumptions; ‘Processes,
and Projections (New York: Harper and Row, 1976, relcased -as

a8 hardback 1n November, 1975);. articles in The Chiristian Centur
Intellect, Occasional Papers Series of SUNY at-Buffalo, DEA
News of the American Political Science Assocldtion, and the

Alr l)niversitx Review; and an essay in Comparitive Defernge 'Policxv

(Baltimore: Johmns Hopkins University Press, 1975),

Professional Organization'l.eadarzhlp by FEI Faculty.

Besides publications, FEI faculty have provided principal ‘
leadership in professional organizations during the past year.
For example: .

Ralph Bledsoe chaired the Program on the Intergovernmental Per~
sonnel Act at the 1975 National Conference of the National
Association of Schools of Public Affaire and Administration.

He 1is an editor of The Bureaucrat’s Occasional Papera Service.

Patrick Conklin was elected a8 an at large member of the ASPA
National Council following his service as President of the
Virgiaia Chapter of the American Soclety for Public Adminis-
tration last ycar. He was program chalrperson for the Southeast
Regional ASPA Conference in October, 1975. He is currently

a member of the ASPA National Conference Program Committee

and a member of the Hational Council Committee on ASPA activities,

Richard Gable is the Chairperson of the ASPA Section on Inter-
naticnal and Comparative Administration.

Ronald Gilbert was a panelist on the 1975 ASPA National Conference
Program on the topic, "Alternative Service Delivery Structures."
He was a speaker in November, 1975, at the meeting of the

National Association of Housing and Redevelopment officlals oan

the topic, "Program Managewment and Evaluation."

Jeffalyn Johnson is a wember of the Program Committee ofA the
ASPA Conference of Minority Public Administrators.
the National Conference Program of the American Political Science
Asgoclation in the fall, 197s.

Chester Newland has continued for a fourth year as a member of
the Editorial Board of Public Aduinistration Review. He is
currently the Chairperson of the ASPA Publications Committee
(1975-76). He will be the ASPA Program Chairperson for the
1977 National Conference {1976~77), and 1s an elected ASPA
National Council member. He has presented Papers and addresses
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conference, the ASPA national conferehg:a, the Western Governmental
Research Association, and various regional and Washington area
professional conferences. As a member of the Public .Sector .
Committee of the National Commission on Productivity and Quality

of Working Life, he has participated in several working conferences,

and he is a member of the Public Sector Collective Bargaining
group of the Committee. MHe was a participant i:j the FMCS 1975
Wingspread Conference on Public Sector Collective Bargaining. As
the only government member of the 15-member' Executive Devplopment
Group, he participated in the annual 1975 conference on executive
development at the Motorola Executive Institute. He is a wember
of the National Academy of Public Administratioh comaittee on
ethics. : :

Donald Nuechterlein was a program participant in the 1975 Con-
ference of the Association of Asian Studies.
participant in the Middle East Imstitute Confereace in October,
1975. He was sclected as a Fulbright Lecturer to the Uaited
Kingdom for 1976. .

Ronald Stupak was a program participant in 1975 annual conferences
of the International Studies Association, the Inter-University
Seminar on Armed Forces and Soclety, and the Southern Political
Science Association.

Orgaunization-Based Progr .

At the request of various departments and agencies, members of
the FEI faculty coatinued to perform a variety of program—
related services to Federal agencies. The amount and the number
of services provided by faculty members are necessarily limited
and far less than the number of requests rececived because these .
activities are performed in addition to regular faculty duties
at FEI, and not in lieu of them. Following are a few of many
program-telated activitles performed in the past 16 months.

National Security Agency -- Two different three-day Seminars
on Management By Objectives for Hleadquarters Personnel
(Ralph Bledsoe).

Central Intelligence Agency, National Photographic Information
Center -~ One and one-half day Seminar on Management by
Objectives Implementation (Ralph Bledsoe).

Department of Health, Education and Welfare, Chicago Regional
Office ~- Two-day Team Building Session (Ronald Gilbert).

Department of Agriculture —- Four-day Scminar on Results-Oriented
Audit for the Regional Directors of Internal Audit
(Ronald Gilbert).

CIA-RDP82-00357R000800200017-8
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?atjonal {.-e?énautics\_and Space Administration, Office of Aero-
' nputics and Space Technology -- Three-day Workshap in Organi-
zation Developmrn; (Bduard Jones).

]

Ceantral Intelligenie Agency —-- Three-day Workshop in Organization
Development (Edward Jones).

General Services Administration, Office of Data Systems ——
Thcree-day Workshop in Organization Development
(Robert Matson). ~

U. S. Customs Service, Office of Regulations and Ruilqgs -
Three~day Workshop in Leadership (Robert Matson).

U. S. Secret Service -- Two three-day Workshops on Leadership
(Chong Pak).

U. S. Customs Service, Chicago Reglon —- Three-day Workshop in
Organization Development {Chong Pak).

United Nations -~ Iwo-month consulting assignment to the Republic
of Korea For its Senior Administrator Deveclopment Program ——
while on leave from FEI (Chong Pak).

Seattle and Portland Federal Executive Boards -— Sessions on
Management by Objectives and Program Evaluation
(Chester Newland). .

In addition to the programs listed above, FEI Ffaculty members
have worked with executives in departments and agencles and the
FEI Alumni Association on a one-day basis elther as consultants,
trainers, and/or lecturers. Examples of the many agencies
served in this capacity include the Ceneral Services Administration,
Industrial College of the Armed Forces, U. S. Corps of Engineers,
U. S. Army Foreign Science and Technology Center, Interstate
Commerce Comnission, Naval Aviatlon Exceutive Institute, U. S.
M{litary Acadewy, Government Priating office, Foreign Service
Institute, Bonneville Power Adninistration, Defense Supply
Agency, and NLRB.

Sessions with FEI alumal groups have been held durlng the past

16 months in Scattle, Chicago, Kansas City, Miami, and New

York City. FEI faculty have also participated in monthly meetings
of the FEL Alumni Association and in many other FEIAA programs

in Washington, D. C.

University of Virgiela prograns in which FEL faculty mcmbers
have sexved as principal resources have included confexecnces on
local government, colicctive bacgainlng, techuolepgy assessment,
urban planning, and energy resources,

A For
for TR =vim
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“,..a maans of canlinteusiy
sharing szecial interssis in

THE FEDERAL EXZCUTIVE INSTITUTE

-execuiive munpawer .an

]

AS VIZWED 8Y NAVY EXECUTIVE ALUMNI

5
The President is conlinuing 10 siress
ths need for more effeclive menags-
menl. BeRer wrained mancgers cre
criticol in achieving this need. The

Navy Depariment’s Execulive Davelop-
- mect Pragrom is ottuned fo promots
_ this goal.* .

One major resource avoilable for
execulive developmant iy tha Federcl
Executive lastitute, Chodonesville, Vie-
inia, which 83 Navy execuiivas b:

conlly we quaded Mavy's FEI clumni
by questi ise 1o gat i
feedback obout the worth of ihe ex-
perience they gained. We share tha
soschs with you I the hops thar the
enthusiastic replies will encourage con-
finued support of the FEI by Novy
manogars.

Here is o synopsis of the survey
results:

v

—383% of the resaonders thought
the B-week length of 1hz s2ssion aboul
right, with aone jucgiag it 100 shon.
In view oi the high level of thase ex-
eculives cad their program responsi-
bilitizs, this is a mecainglul respanse,
counter 1o criticisms levied ogcintt the
length o the course by soma wha have
never cnended it

~Le1n than'1%
thaughr tha cow of 1he co
too high, Cost ©ad cu
bean two generol wilicisms thel hove
been voiced. No attendz2 judged the

confunts of the coursz irrelevant to his

his _is_cf
tince Gueslicns
garding relevanzy of 2 course con-
fznls 1o Navy's RLCdype execulives
in porticular, K

—In general, responders do nab

recommend the cowrse for those in
non-managerial  posiians  such a3,
P! B L

—-85% of the responders Identified
themselves as monagesiol. This cor-
relates with the preponderance of re-
spanses recommending the 7SI Course
primarily jor persons i manogsiiol
positioas, .

—72% of the respanders are in the
field of R:search and Development.
Considering that the FE) is intended for
those in  supergrads-type iang,
ond thot B335 of such posiions in
MNavy ore RZD 1ypes, Novy's porici-
paiion it comivieni with ity executive
populorion. The more telling point is
shat thess preponderoatly RED olumni
are ovzrwhelmingly lavdoutory obgut

°

con-

(s
haats and ol types.

—81% of those querizd encour-
oged others in their organizations to
toke the coursa. This is the best kind
of odvertisement oad reinfarces the
progosilion  thot . aitendonce by top
execulives is imporicnt for course
evaluaiion ond suppont of porticipa-
tian by others.

—48% of thy responders roted the
FEI thy ben develapmental course
they hove keawn. Consideday the
nigh levais of ccademic and peofess

7
.

P ’,:\1

S

Secretary of the Navy j’
" (Chaiman—~CEM3)

—382% of the r2spanders indicatad
that ottzndance ab tha FEI helpad
them do o beher job. Again, cansid.’
ering that 72% ware in R2.0 positicas,
this cppears o bshie the centeatiza.

a ire ne
i i3 a nteworth 2 D
claim for posiive efiect o
formonce came from the single Novy
ry FE alumaus to dore.

«-47%- of those ceoiwering soid
that the best time 1o oitend the FEl
is abaul a year alter atlaining exscoe
five rank, .

—The norrativa resfonses o quas-
tions about benclits dedved seerrd
that malor odvznloges gaired were
brocdzned perspectives of self and
acgonizotion; impraved seli-awareasss
and ssli-imoge; improved copacity 19

and ond deol wish

i ty ta b
effeclive manoger. 1
p

The Federol Executiva Devaloprzat
Progrem  requires each  incurabenl
exzcutive 1o have on individual execu-
tive development plan. These evalun
tions of the FEl by Mavy execsive
alumai should prove a positive iaflu
eace in the formulation of wuch plan
10 satisty ponizulory sthose develop
saznt necds of execuiives aimed o

tha FEI Course and the benefins tasy  siocc! crzi=mases cf ineye individyzl. ing  their ial  cope
derived Lom it iv 1yvihient evolughion,  bikitzs.
Office of Civilian Manapower Management, NAVY, OCMM Jouraal ®
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COMMENT 2

An average of about 50 man-years of top-level productivity 1s lost to the
fovernment each year while individuals are attending the FEIL.

QUESTION:

What is the CSC or the agencies doing to evaluate the impact of this loss
of productivity on operations?

RESPONSE:

The absence of executives from their usuval work asslgoments to attend

traioing programs is a capital iavestment in future improved productivity

at the expense of immediate consumption of executive talent. It is especlally
importaat for top-level executives to receive training of the type given by

* the FEI, since the majority of these executives have risen through the ranks

in narrow occupational specialties and bave spent the greater part of their
Federal careers in a single agency. They badly neced to have thelr perspec-
tives broadened and to be made more conversant with the managerial aspects

of their positions. We believe it would be more justifiable to assert that
continued work at one job with stale knowledge and skills has a more damaging
effect on productivity than a comparatively short time away from jobs for
training for improved productivity.

* When executives are assigned to three-week and seven—week training programs

at FEI, their agencies normally use that time as an opportunity for develop-
mental mobility assignments of other persons into leadership positions. 1In
short, it is necessary to look at the time when an executive is absent in
terms of an organization as a whole, not in terms of one individual oanly.
Typically, agencies make the mobility assignments during such absences an
integral part of their development and selection programs for managers and
executives. : .

T

St mitian

C.4.
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COMMENT :

Reportedly, many agenciles do not look upon the FEI as being an integral
part of their XD programs. When executives are sent to the FEI for the
standard 7-week program, -there is an implication that these executives are
“eagy-to-spare” (e.g., near retirement, malcontent ewployees, etc.), and
that their agencles are sending them to the FEI just to get rid of them
for one reason or another. Thus, indications are that the FEI is not getting
the right executive and "high potential” GS~15s to attend its training
sessions. The "top-notch” executives which the FEI is supposedly aimed

at are not being sent to the FEI because agencies simply canumot let a
"d1fficult-to-spare"” employee go for a 7-week training session--~training
whose worth 1s not known. .

QUESTIONS:

How doea the CSC respond to these allegations? What is the CSC doin!}_
encourage ageacies to send their best people to the FEI and to demonst .te
the value of FEI training? Why is it necessary that the subject FEI program
be 7 weeks long? What about the possibility of split sessions?

RESPONSE:

FEI faculty have concluded from time to time in the past that there have
been isolated instances in which agencles sent individuals who were not

well qualified for study at the Institute, despite efforts of the Bureau

of Executive Manpower to screen nominees. The Institute itself has attempted
to correct this situation. The Dircctor and faculty members of the Institute
have visited agency officials (particularly Assistant Secretaries for Admin-
istration and executive development persomnel), when problems have becen
identified, to work with the agencies for improved selection. Contacts with
Assistant Secretzries for Adminlstration have been particularly successful

in correcting deliberate deficiencies in selection processes. There is
general agrecment among those FEI faculty members who have been with the
Institute for several years that relatively few instances of deficient
selection now occur as compared with the third and fourth years of FEI's
operation (1970-71). From the perspective of FEI faculty, it scems clear
thar the vast majorlty of executives who participate in FEI programs are
excellent in quality and that a dispropertionately large percentage are
outstanding, as compared with gualitative evaluation of participants in
programs conducted elsewhere by the same faculty members. (|

Present programs at FEI are not restricted to the seven-week session &u_y.

In Fiscal Year 1976, four seven-week sessions and four three-week classes
are scheduled, along with several programs of one week or less. For Fiscal
Year 1977, three seven—week programs, three three-week programs, and eighteer
short programs of one weeck or less are scheduled. Consideration was given t¢
the possibility of a split seven-week session in FY 1977. That was discussec
by the Director and Associate Director of FEI in mectings with agency repre-
sentatives before formulation of the next fiscal year schedule. It was the
general assessment of officials contacted that the logistics of a split
session would be too complicated and that breaking up of executive absences
into two segments of time would prevent the present utilization of such
training periods for mobility assignments of subordinates into executive-
level positions for career development purposes.
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The initial program at FEI was set at eight weeks in 1968 because it was
thought that many executives need an intensive period of self-examination
and in-depth study of changes in Covernment programs and in management
concepts and processes. We still believe this, but we think that shorter
programs are also needed, and these have now become prominent in the FEI
schedule.

Most executives who come to FEI have had relatively little educational
experience since graduation from college, in most cases some twenty years
carlier. Skills training has generally been the extent of their continued
development experience, with the exceprion of mobility assignments, since

they typilcally have risen through the ranks in comparatively narrow occupa-
tional or program specialties. In~depth self-analysis, study of changes in
concepts and practices in soclety and in Government in particular, and
examination of executive roles has generally been neglected. For those
executives with little or no recent educational experilence, an inteansive
residential program of seven weeks clearly meets many perceived needs, as
indicated by participants' evaluations. On the other hand, a seven-week
program would not be suited to all executives. Different executives have
quite different needs, and different agencies likewise have different require-
ments at different times. For that reason, the FEI programs have not remained
static, and there is no intention at the Institute or in the Commission,
generally, of allowing them to remain static.
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The FEI is primarily carrying out a training function but is organized
under the CSC Chairman and not the Bureau of Training (which aperates
the CSC’'s four Executive Seminar Centers in addition to other executive
training programs) and the Bureau of Executive Manpower (which has an
intense interest in executive development and training). Little
coordination takes place among these components.

QUESTION:

that is the process for courdin.iting activities of the FEI with the Bureaus
of Training and Executive Manpower?

RESPONSES :

It would be a serious error te conclude that coordination occurs betv:?
organizational units only if the coordination is dictated by organizatidénal
structure. Extenslve coordination occurs between the Federal Executive
Institute and the Bureau of Executive Manpower and the Bureau of Training.

The Federal Executive Ianstitute and the Bureau of Fxecutive Hanpower
cooperate closely because of the common interest in executive workforce
development which characterizes the faculty of the Institute and the
professionals of the Bureau.

Likewise; while coordination of activities of the Institite and those of
the Bureau of Training are not on a daily basis as they are with the Bureau
of Executive Manpower, extensive professional and other organizational
relationships are maintained. The Bureau of Training has deliberately
involved the Institute in every policy matter related to its training
leadership activities. The Bureau of Training also Informs the Institute
of changes in regulations and other requirements related to FEI operations,
and such matters are handled as routine,

Professional relationships between FEI faculty and Executive Seminar Center
faculty of the Bureau of fraining have, however, been limited. During the
past two years, efforts have been made to have FEI faculty members participate
in some Executive Seminar Center programs,

)
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COMMENT :

The CSC's Bureau of Executive M (BEM) 1s responsible for approving
or disapproving all agency nominations to attend the FEI, as well as|for
selling FEI sharcs to agencies each year. Agencies, reportedly, feel\
pressured into purchasing FEI shares. If not actually pressured they|
believe the pressure is implied inasmuch as the BEM is also responsibte
for approving their supergrade allocations angl positions.

1

QUESTTONS: ' ) i '

If the FEI is considered s0 effective,i’why 15 such pressure or bureaucratic
leverage necessary to sell shares in the FEI? Why doesn't the FEI sell its
own shares directly to the agencles? |

. i

RESPONSE!

A principal problem in executive training is that top political leadership
18 often under pressure to show short-term results at the expense of long-
term institutional requirements. Consequently, agencies are frequently '
under pressure to consume both human and material resources in the short
tun, rather than frnvest in the future and long-term productivity improvement.
Because of this situation, executive workforce development 3s a matter which
must be given highest level priority by a separate bureau within the Civil
Service Commission which can bring some perspective of overall executive
personnel requirements to varied separate problems, such as training at FEI.
The Committee staff fs correct in ita conclusion tlmt-some agencies would
neglect long-term investment in improved executive personnel 1f it were

not for the leadership of: the Civil Service Commission and its Bureau of
Executive Manpower in this field,

\

~

\ ‘_i"
‘ 37

COMMENT: : .

Reportedly, agencles are not using a large percentage of the FEI shares
they purchase (e.g., 29.5 percent of shares purchased and not used for

the FEI's 3-weck program and 14.7 percent of shares purchased and not used
for the FEI's 7-week program -~ FY 1975). Payments for shares are not
refunded to apencies in the event they fail to utilize them.

OUESTIONS: '

Doesn't the abovs wean that the FEI 1s receiving vevenues for services

which it is not providing, thus constituting an inefficient utilization

of FEI resources |and agency funds? What is being done by the CSC to emcourage
agencies to more effectively utilize their purchased FEI shares (e.g.,
identifying nominees before agreeing to purchase a specific number of FEI
shares; determining alternate nominees, etc.)? '

RESPONSE : , !

Ninety-one percend. of shares sold to Federal agencies for the seven-week
program have been utilized, and 69 percent of the shares sold to Federal
agencles for three-week programs have been utilized.

The low utilization rate of three-week programs appears to be due in large
part to two causes: (1) When three-week classes were introduced in FY 1975,
along with the existing seven-week sessions, the numbers of executives to be
selected by agencles to attend residential training classes and sessions

were almost doubled. The agencles found it difficult initially to complete
the required work in the selection process with their limited executive work-
forcde personnel. (2) Those three-week programs which were scheduled in

the summer came at times which conflicted with the schedules of many executive
Because of that, schedules for FEI programs in FY 1977 have been changed, with
three seven-week programs and three three-week programs to be alternated, with
short programs scheduled between classes and sessions. That should permit
agencles to complete their sclectlon processes with less difficulty, even
with limited personnel for that work. '

The Institute presently utilizes spaces which are not filled by Federal
agencies to include State and local government executives in FEI programs.
That serves two functions: (1) to enrich the program with perspectives of
State and local government executives for the benefit of Federal part nts:
and (2) to provide executive training opportunities for State and lac
government executives and to build linkages for improved effectiveness and
efficiency in iatergovernmental operations, Because the Institute is often
notified of intended fallure to fill slots only one or two days before the
beginning of a session, the Committee staff is correct that some spaces are
left unutilized, thus resulting in inefficlent utilization of Imstitute re-
sources and agency funds. That needs to be corrected.

In paying for FEI spaces, agencles are not simply paying for training, but
are paying to maintain the Institute as a resource for Government. The
agencles share all of the operational costs of FEI. This means that, if
agencies were to be reimbursed for unused spaces, the cost of cach used

slot would increase somewhat. This would benefit agencies which plan poorly.
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The present system, on the other hand, rewards agencies that plan their

purchase of spaces cavefvlly and that utilize them to the maximum. It C.9. COMMENT:

punishes those agencles which approach executive development in a slipshod — Coe e .

manner. Unfortunately, this cost pressure has not been adequate to correct Top politically-appointed executivesmazmally do not attend
deficiencies in executive training planning in all agencies. It should be the FEL.

noted, however, that some agencies invariably make nominations well in

advance of programs and almost always utilize spaces (with exceptions only : . " QUESTIONS:

where quite unexpected major emergencies occur at the last minute). Agencies, N

generally, need to be encouraged to develop such capacity. ) What can the CSC do to attract political appointees to the

FEI? Can a special short-term program be developed by the

C.B. COMMENT: ’ . FEL to serve this element?

The CSC has developed proposals to expand the capacity of the FEI. RESEONSE:

Both the Bureau of Training and the Federal Executive Institute

QUESTION: - , have provided training opportunities for political appointees. y
Inaswuch as the agencies' nonutilization of purchased FEL shares The Bureau of Training Briefing Program for Policy Executives is )
has been rather high over the years, and considering the “arm-bend- explained above in response to question 6 in Section A (XD in

ing" that takes place in selling FEL shares, why does the CSC feel

the capacity of the FEI nceds to be expanded? General).

! FEI has conducted a few two- to three-day sessions for Assistant

RESPONSE: ‘Secretaries of agencies. Sessions for Assistant Secretaries for
¥ Administration were successful, so long as there was some contin-
ﬂ;e pr:g;:ﬁ:sgz?i:::etgigi iervize gzmm:ESinggzdfthe G;ne:«::tSer- uity of incumbents in those positions. With the high turnover
Tor ®  frute and for s R intd . of political appointees in the period from 1972 through 1976,

for the Federal Executive Institute and for a Managerial Training

ted.
Center included projection for a 20-year period and for a facility however, the demand for such programs deteriorated

t‘:;';m :‘mhnlejfam"?gfe"r" o s”o'f‘“m*“."e;’e’d“f '*’:‘;j‘f’ﬁt*"m:’:‘“"dnlf‘l" . : 15 1f& FY 1977 schedule; FEL has scheduled organtzarion development
training during l;—ﬂus cars of l?-_]-c a _e.p.ﬂfa‘..l.-. > a; ger ad &t;ve ' and team building sessions of one week or less which will be open
o of enecut pi e O ity maciiity and gmasw to work .groups which may include top pelitical appointees. Both

;XPtt!::ioga:fzzggcutive tevel ‘training fo fill moxe of the f&cility the FY 1977 Bulletin, which has already been printed, and program
Y ¥ : . announcements which will be sent to agencies during the year, will
be utilized to publicize these training opportunities for political

1 by t i S i Ci issi . 3
Reassessment of this proposal by the Civil Service Commission resulted appointaes and their immediace work groups.

in a direction from the Commnission to the Bureau of Management Services
on December 19, 1975, to explore the possibility of construction of .

a facility for FEI only. Pursuvant to that Commission directive, the C.10. COMMENT:

Ceneral Services Administration is currently studying a CSC proposal - . |

for an 80-bedroom facility at a probable construction cost of about Proposals have b\een developed to construct a new FEI facility,
$4,510,000, and an annual rental rate in 1979 of about $425,700. An ‘ R B
80-bedroom facility would be only slightly larger than the present i UESTION: E Y
FEI facility of 69 bedrooms. Provision would be made in the construc- : 4

tion for utilization of some of that space during the next few years ‘ What are the latest plans of the CSC relative to constructing

for agency conferences and organization development work. Other al- - a new FEI facility (size, cost, location, ete.)?

ternatives for a facility of this size will also be explored.
: RESPONSE:

This question i3 answered in the response to question 8 above.

. . The University of Virginia dcmonstrates & continuing willingness
- : ) to work with the Civil Service Commission and the General Services
Aduninistration to provide a leased facility for the use of FEI
in the future. The University is willing to negotiate develop-
ment which would be designed specifically for educational programs
for executives at FEI, with a location on grounds of the University
for ready accaesslbility to all University Ffacilities.
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LOMMENTS . C. Separate announcements were sent to professional organfzations
C.11. COMMENT; . such as the American Society for Public Administration and The
The cm;rent: Director of\!;he.‘FEI (Cheéter Newland) will be . Brookings Institution, as well as'to _ifgg;eral departments and -
departing in July or August of this year. A new Director agencies.

of the TEL Wil bave to be nased shortly. D. The CSC Executive Inventory system was tapped to identify quali-

QUESTIONS: . : fied individuals who are current or former Federal executives.
What is currently being done by the CSC to select a new FEI ‘ E. Personal recommendations were soliclteczl from Commission execu~
Director? How does the CSC plan to ensure a reasonable degree . tives in Washington and the 10 CSC regions.
£ tinuity in the FEI' ti a 1t of
zhuﬁ;:s ?:ltgp rllead:rship; cperations as resu of such . F. More than 70 candidates applied. These were screcr?cd dowa to
. - . 11 highly qualified applicants. These 11 were individually

RESPDNSE: - rated and ranked by the steering committee. An ad hoc panel

’ : of the steering committee selected the three best qualified
In its recrulting effort for a new Director of the Federal ' . candidates from among the H.’

Executive Institute, the Civil Service Commission is secking i

an individual who possesses outstanding qualifications and G. Competitive qualifications.investigations are being conducted

i : ) on the three finalists, and they will be interviewed by the
abilitics in the following areas: : steering committec. Each finallst will make a personal visit
A. Manapcement of a specialized professional/academic program. : to the FEI.

%, CSC Chairman
B, i tat 1 . When the steering committee has completed its work,
Leadorship and stature fn the £iold of public adatnistration Hampton will receive the committee report and will make a final
C. Knowledge of learning methodology and adult education. . - selection. This action is expected in mid-April 1976.
D. Knowledge of governmental operations. Continuity in FEI operations will be maintained by overlap between

the new sclectee and the outpoing Director.
E. Communication abilities.

F. Interaction with exccutives from diverse disciplines,
G. Academic attainment and recognition. !

High-level officidls of the Commission and ather Federal agencies .
are taking an active, personal role in a systematic scarch for the ¢
best possible candidate to head the FEI. The recruitment process
has included:

A. CSC Chairman Robert E. Hampton established a steering com-
wmittee headed by CSC Executive Director Raymond Jacobson., !
Members of the committee are Carl Clewlow, DOD; Edward Pres- :
ton, OMB; Chester Newland, €SC (FEI); John Cole, CSC; i
Joseph Damico, CSC; and J, Philip Bohart, CSC.

B. Individual letters sceking the recommendation of qualified B
candidates were sent to all member schools in the Mational T
Association of Schools of Public Affairs and Administration-- :
a total of more than 500 institutions, . '
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COMMENT

The CSC operates four ESC's: King's Point, N.Y.; Berkley,
California; Oak Ridge, Tennessee; and Wilmington, Delaware.
The ESC progrem, which until 1975 had traditionally been a
"broadening horizons" type of endeavor, is primarily aimed
at Federal managers in the €S-13 through €S-15 grade range.
Commencing in 1975, the responsibility for providing "manage-
ment skills" training was also given to the ESC's. There
are indications that the CSC plans to expand the capacity of
the ESC's.

QUESTION

What are the current plans of the CSC for increasing -the
capacity of its ESC's?

RESPONSE

Based on various studies, made beginning in 1971, we estimate
that residential managerial training programs of the Com-
mission will require a capacity to accommodate 4,000 par-
ticipants annually by FY 1979/80 or about 7%Z of all persons
identified as holding managerial positions in grades CS-13
thru 15 annually. These estimates ave based on the results
of-studies—that-led-te the issuance of FPM-Ltr:-412-2;
"Executive and Managerial Development." This would require
an increase in capacity of 1,200 {from 2,800 to 4,000) and is
expected to be concentrated on the eastern sesboard, where the
preponderance of potential participants are assigned.

The studies referred to showed a nced for the development of
specific managerial skills, knowledges and abilitics in Federal
employees if there is to be improvement in the quality and
effectiveness of Federal program management. Managerial
classroom training is considered an integral part of the
process in the transformation of "occupational specialists" to
“program managers."

‘the Commission's interagency training programs are a cost
effective and efficient supplement to agencies' internal pro-
grauws for managerial and executive development. Few agencies
have sufficient numbers of managers to warrant the establish-
ment of in-depth formel classroom training programs for their
managers. Those that do have sufficient numbers would still
have to aggregate groups that are geographically dispersed;
thereby incurring costs for travel, food and lodging equal to
or greater than those enrailed by attendance at an ESC,

The Commission's plan ta increase the capacity of the Executive
Seminar Centers by FY 1979/80 is in response to the proven
economies of providing high quality interagency managerial
training centrally,
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A response seems necessary here to another part of Comment D.1,
waich relates closely to Comment D.2, I.e., “The ESC program,
which until 1975 had traditionally been a .'broadening horizons'
type of endeavor...." While we believe there is a definite
need for Federal managers to have a broad understanding of the
total operations of Government or of selected policy areas,
there is an obvious and more immediate need for Federal
employees to acquire hard managerial skills, knowledges and
abilities.

This has been recognized by the Commission and agencies and,
also, by key officials in the Office of Management and Budget.
The Commission has attempted to be responsive by providing a
balanced training program for broadening managers' perspec-
cives aad for providing specific skills, knowledges and
abilities immediately applicable te their jobs. In addition
to the managerial and executive training provided by the
Federal Executive lnstitute and the Executive Seminar Ceaters,
the Commission's training delivery system has other substantial

" components, Ten Regional Training Centers and six Washington,

D.C., Training Centers offer a wide variety of short non-
residential courses on such subjects as personnel management,
automatic data processing, labor relations, and financial
management. By far, most managerial training offered by the
Comuission is non-residential and provided by the Regional or
Washington, D.C., Training Centers.

)



D.2. COMMENT:
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< Two recently added seminars, the Séminar for New Managers (SNM) and

. the Seminar for Advancing Managers (S&M), are expected in FY 1977 to
constitute 53 percent of the ESC's total offerings and encompass 59
percent of the ESC's capacity. These seminars are not compatible
with the initial objectives and traditional course offerings of the
ESC's. Moreover, these courses appear to duplicate some of the
courses presently offercd on a “piecemeal" basis by the Regional
Training Centers {(RTC's).

QUESTION:

Why was presentation of these offerings placed with the ESC's rather
than with the RTC's? . .

RESPONSE :

Several factors entered into the decision to place lthe Seminar for
New Managers and the Seminar for Advancing Managers in the Executive
Seminar Centers rather than the Regional Training Centers.

From & practical vantage, the wost immediately available facilities
and resources for these two courses were directly under.the line
management control of the Bureau of Training through the Executive
Seminar Centers, which had experience conducting residential training.

Second, the ESC Program had historically been viewed by hoth
participants and training officials alike as the "top of the line"

in Commission management training. Therefore, by including the two
courses in the ESC curriculum, we were able to communicate more
effectively the high priority we attached to these seminars as a means
of meeting the base level managerial skills and knowledge needs of
many new and advancing managers.

Further, we recasoned that. agencies would have more confidence in
these courses because of their experience with the instructional
capabilities of the Executive Seminar Centers' staffs. Thizd, our
analysis of the required content of these two seminars convinced us
that they had to be taught by a full-time resident professional staff
to maximize the learning experiences. .

4
2
i

D.3.
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COMMENT :

The evaluation of the impact of ESC training has largely been
limited to questionnaires and intefviews with participants. It
is estimated that the annual cost of the ESC program (including
the salaries of participants while in a training mode) is $6.2 million.
In addition, 123 man-years of managerial productivity is lost to the
Federal Government, .

QUESTION:

In vicw of the magnitude of the ESC program, why haven't cfforts
been made by the CSC and/or the agencies to measure the real impact
of this training in terms of improving participant's actual work
performance and to evaluate the effect of this productivity loss on
agencies' operations?

RESPONSE: . (

1t is inaccurate to allege that efforts have not “been made by the
CSC and/or the agencies to measure the real impact of this training
in terms of improving participants' actual work performance and to
evaluate the effect of the productivity loss on agencies' operations."

while not rigorously quantitative, assessments of the cost/bencfits
of the Executive Seminar program have been continuous since the
program began in 1963. Thesc studies have included regular staff
analyses, as well as interagency task force reviews. Admittedly,
these assessments have not been as precise as we would like because
we are not yet able ro separate with precision, from the numerous
other variables, exactly what part a two- or three-weck training
experience plays on an individual's total future management per-
formance. As previously mentioned, work is well along within the
Bureau of Training toward development of a training value wodel for
more exactly determining the benefits of supervisory and managerial
training.

Nevertheless, the Commission and the agencies have obtained "feedback"
from individual participants and their supervisors which substanti-
ates the conclusion that the ESC program has hed initial and con-
tinuing positive benefits to the managers who have attended this
program,

Efforts are being made to devclop methods for improving the identifi.
cation and selection of managers for formalized training and for
determining if formal classroom training is the "best method" for

the development of the individual in terms of assuring that the skills
and knowledges learned are applied in the day-to-day operations of

. the manager's organization. One method now being employed in the

ESC program involves the managers' developing specific plans for
implementing back on the job what they learned in their course and
a copmitment for continued self-development.
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In the agpregate, evaluation to date has established

“ reasonably .
conclusively that managerial training contributes to the improve- Bl COMEN:
ment of Federal program management: and productivity. We view manage- :

The CSC sponsors at nine participating universities a long-term

ment training in the same light as any other capital investment )
. e, - 3
111c prgduces benefits that must be judged by similar standards. Ve gu:ahg:efgingi:iicy;::: i::\ut:-gn‘;duiz :::\nal ’l;lrng;;g Z:ll:}.ne:t::e
ave had under development for some time methods for projecting the ’ the EPM cost to the a enc?_ég to be betfveaﬁ $36 000 to $40,000 per
ﬁrubabh': returns on tlu_a caplte;.\]. investment represented by Supervisory, participant oo the lgmsis S the 71 employees.particlpat;u 12
L:Zaizztﬂiéu:;‘g E:::cztwe.tra;nln%. f'ghes: methods involve contrasting the current program, the total annual cost to the Gnve\;nmenﬁ is
T n rganizational effectiveness of improved manage- :

y ¢ between $2.1 and $2.8 million. & of the participati i t
xn: ski:.‘.lsth_lith ;hcz cost of providing these skills. As we become - of fex exiremely uﬁsttuctur:dnpt‘og:::s which iot onlypvapel:-ii:n ‘l::si tes
th:m EZPE;: ;i:‘t::uv‘; ;\e’:i:::iggn:l::h::rs.iv‘::izztn‘unly will apply strongly encourage, Federal employees to enroll in coutrses that bear

. B no relationship to their job or previous field of study (e.g.,
an accountant might take courses in astronomy and zoology).
_QUESTIONS:
In view of the questionable job-related benefits accruing from A)

participation in this program, how does the CSC justify sponsorship

of the program? Further, what recent evaluation of the program, in

terms of its impact on improving employee effectiveness on-the-job,
¢ has becn conducted by the CSC? | .

RESPONSE:

. The Education for Public Management Program provides a nine-month
academic experience for selected mid-career employees who have béen
jdentified by their agencies as having talent and potential to assume
increasing responsibilities in the overall direction of agency programs.
The emphasis is on the broad academic experience needed for policy-
level management. It is limited in scope (70 to BO persons a year).
EPM is costly and therefore warranted only when expected results
justify the investment.

\ This program is aimed at that group of program specialists who give
great promise of eventually maving into top-level agency management
positions. Typically they have been out of school for ten years and
are seriously in need of both management skills training and the sort
of broadening experience that can shift attitude and viewpoint to the

N perspective required of the successful manager. The agency
expects to more than recover this investment in human capital over the
remaining 20 or so years of productive working life of each participant. %

The Commission is mainteining & continuous program monitoring i
. : activity which includes meetings with university officials, agency
trainers who coordinate nominations, and direct feedback from K
participants. Nonetheless, actual decisions about the value of the
benefits are made by agency managers whose program budgets must bear
all costs. The small but relatively stable number of nominees for EPM
each year, indicates that agency managers have made Some judgwents about
the benefits of this program. For FY 1877 we have planned another
follow-up study on this program with selected agencies.
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COMMENT:

"The EPM represents only one program that provides for long-term,

full-time training for Federal employees. Based upon the cost of

this program, it is imperative to gain some idca of the cxtent of

total long-term training in the Federal Government, its costs,’ and
an evalvation of {ts contribution toward greater effectiveness and
productivity by Federal participants in relationship to both man-

years of productivity lost and dollar costs,"

QUESTION:

"What is the total cost of federally funded long-term, full-time .
training at the college or university level--including the salaries
of training participants? How many Federal employees annually are
selected to participate in such training and what is their average
grade levcl? How many staff years of productivity are lost to the

‘. Government because of employee participation?t

RESPONSE:

In FY 1974 (most recent data currently available) the total cost

of Federally funded full-time college Lraining for civilians was
$16,236,856, which includes an estimated $12,858,378 for employees'
salaries vhile in training. (Note: participants' salaries while in
training are not reported to the Commission.)

In FY 1974, 706 employees were selected for such full-time training.
This is contrasted with a high of 2,004 employees in FY 1968. The
average ‘grade level for employees selected to participate in full-

time college or university training is GS-12 Step 3. This comparatively
low grade level reflects the fact that most of thase presently engaged
in full-time training are mid-level scientists and engineers taking '
advanced work in their specialty, not Federal executives.

The Commission rejects the notion that steff years of productivity '
are lost as a result of employee participation in long-term s
training. As indicated above, most long-term training represents .
skills training unavailable through any other source. Management

training is recognized and evaluated as a long-term capital investment.

R
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April 12, 1976

MEMORANDUM FOR THE CHAIRMAN
Re: Executive Development Programs
of the Federal Government

Attached are our comments on the written responses of the Civil
Service Commission (CSC) to the questions previously drafted by the
Investigative Staff and furnished to the C5C's Chairman during the
recent hearings.

For the most part, no new information was provided by the CSC e

which would materially affect the conclusions in our recent report on
Executive Development Programs in the Federal Government. The CSC's
responses generally talk around many of the issues and fail to get at
the heart of the problems disclosed in the Investigative Staff's
report and as evidenced by our prepared questions. Nevertheless, with
respect to a number of the issues raised by the Investigative Staff,
the CSC has indicated it has commenced corrective action, or intends
to do so in the near future.

Since our report contains a number of specific recommendations
for implementation by the CSC, it might be appropriate for the Com-
mittee to request the CSC Chairman to give full consideration to their
implementation. Perhaps, during next year's hearings, the Committee
may wish to cover the progress being made by the CSC in implementing
these recommendations.

° Respectfully submitted,

Y g A 7/
C. R. Anderso
Chief of the Surveys an
Investigations Staff/
House Appropriations Lommittee
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INVESTIGATIVE STAFF COMMENTS ON CSC RESPONSES

A. XD in General
Al

. Dgring the period December 1, 1975, through March 18, 1976, the Inves-
tigative Staff was engaged in conducting its review of Executive Develop-
ment (XD) Programs of the Federal Government and, for the purposes of the
review, was located in the CSC's Bureau of Executive Manpower (BEM)--
specifically in the locality of the XD Section Staff. This, of course,
enapled the Investigative Staff to readily observe the XD Section in
action., Based on these observations, as well as on a review and analysis
of the Section's activities and work output, the Investigative Staff
could only conclude the XD Section was not effectively carrying out its
established XD functions. In this regard, not only was insufficient
manpower devoted to the CSC's primary XD mission, but the manpower that was
devoted to this mission was ineffectively utilized and managed. For
example, the CSC response indicates that one of the employees detailed
to the XD Section was assigned to work full-time on the FEDP-II program
(see part 1V, page 35, of Investigative Staff report)., Moreover, another
professional employee of the XD Section stated she had been devoting
about 80 percent of her time to the FEDP effort. . Furthermore, the-Acting
Chief of the XD Section devoted -a minimum of 25 percent of his time to
the FgDP effort. The Investigative Staff is of the opinion that, con-
sidering the scope and magnitude of XD in the Federal Government and
the CSC's responsibilities in this connection, the FEDP effort is but’

“a drop in a bucket of water." To devote over 50 percent of XD staff
time to the FEDP effort constitutes a gross misutilization of personnel
and is indicative of a complete lack of understanding of the real XD
priorities. Inasmuch as so much staff time is being devoted to the FEDP
effort, this is, obviously, adversely impacting on the CSC's discharge.
of more important responsibilities such as the provision of on-site tech-
nical assistance to agencies and the evaluation of agencies' XD efforts.
Yet,these areas are where the real need for CSC assistance lies.

The BEM would like to give everyone the impression that it is a “top
flight" organization in sound contrel of the Government's XD problems,
To this end it will go to almost any extreme to camouflage or inflate
its real efforts in the XD area. Take, for example, its<formal estab-
lishment of the Executive Manpower Management Technical Assistance Center
(EMMTAC) 1in 1973. The EMMTAC was announced to all agencies and was
envisioned to serve as the central point of contact within the {SC for
advisory, consultative, and informative exchange services to agencies on
all aspects of executive manpower management. While such a pretentious
name would seem to imply a major XD effort over and above what the CSC's
Bureau of Executive Manpower was already exercising, or was supposed to
exercise; in reality, the establishment of the EMMTAC added nothing to

251

the BEM's technical assistance role. It did not result in any personnel
being added to the XD staff. ..The EMMTAC is merely a "phantom" organi-
zation--it has no separate organizational existence apart from, or
within, the XD Section. It is bureaucratic deceptiveness' at its finest,
The EMMTAC's primary activities consist of attending to incoming tele-
phone calls from agencies on XD matters--a responsibility which was with
the BEM from the first moment it assumed its XD role. Furthermore, an
illustration of the priority which the BEM places on the EMMTAC role is
evidenced by the many incoming calls which the Investigative Staff mem-
bers had to take during their stay with the BEM, due to the absence of
XD Section staff members to man the EMMTAC phones, .

/

A2
The CSC's response states: "ﬁe know that implementation. of FPM E
Letter 412-2 is feasible because we have seen agencies make it work.” )

However, the data gathered by the Investigative Staff from interviews
with agency personnel clearly indicates that many agencies both per-
ceive and are experiencing a number of difficulties in implementing the
requirements of FPM Letter 412-2. Further, an unpublished BEM report,
dated June 1975, notes that although agencies were required to imple-
ment FPM Letter 412-2 by September 30, 1974, as of December 31, 1974,
“none of the major departments and agencies had met the basic FPM Letter
412-2 requirements.” This report indicates that part of the reason for
this noncompliance is the “extremely tight funding and personnel limi-

tations imposed since FPM Letter 412-2 was issued."

Certainly there are sufficient indicators to question whether it is
practicable (i.e., feasible) for all agencies to fully implement these
requirements at this time. What is suggested by the Investigative Staff
is that the CSC should review these difficulties and determine whether
the FPM Letter requires modification and, if so, how such modification
should be accomplished.

A3

The CSC's response misinterprets the data revealed in the 1975 audit
report issued by its Office of Management Analysis and Audits (OMAA).
For example, the CSC's response indicates the audit's estimate of $654,0°
as the cost of the Executive Inventory is a hypothetical one designed

-to show only that such calculations could be made and did not purport

to represent actual costs. This, however, is not the case. OMAA's audit
report specifically states how the cost of the Executive Inventory was
arrived at. The cost calculation is a "structured" calculation and is
only hypothetical from the standpoint that certain elements of the cost.
calculation had to be estimated. OMAA's approach to estimating the cost
of the Executive Inventory (including applicable costs of agencies) is a
valid one. In this vein, OMAA's cost estimate is intended to represent
the actual cost of the Executive Inventory as OMAA sees it (baseg on

FY 1972 data). :
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The nonagreement of the CSC with its own audit staff's -estimate of
the cost of the Executive Inventory is all the more reason for imple-

" menting the Investigative Staff's recommendation (number (9) on page 32
of the Investigative Staff's report) that the Executive Inventory be
reevaluated by an independent review group to determine whether it is
vorth maintaining:.This recommendation would seem even more Justified .
considering the limited use of the Executive Inventory in selecting
executives and the views of several top agency officials who, during

the current Investigative Staff review, expressed concern regarding the. -

vorth of the Inventory,

In addition, the CSC's contention that the Executive Inventory was
designed only as an "adjunct” to agency merit promotion plans seems at
variance with a statement on page 4 of their May 1967 publication, "The
Executive Inventory,* which indicates that the Inventory will be the
"prime source from which people willi be selected to fill positions in the
Executive Assigmment System,® However, the CSC's response indicates a
total of only 28 positions were filled through the Inventory in 1975
(12 percent of 235 referrals). This does not constitute the use of the
Executive Inventory as a prime source for filling executive vacancies.

" Also, the CSC's response indicates the use of the Executive Inven-
tory for a variety of statistical and information reporting purposes. -
Yet, the OMAA report indicates that the BEM *has other sources for at
least some of the data® and concludes: “Given that we have over 6 years
of experience with the Inventory, that we can get at least some statis-
tics from the MIS and/or CPDF (Central Personnel Data File), and that
the Inventory has data problems, * * * a detailed study is in order."

Al

The CSC's response requires no comment by the Investigative Staff. .
¢ AS

Actually,” the real reason XD isn't a budget line item is the fear
that,if it were, XD would be vulnerable to the budget cutting process.
Thus, every effort is made to ensure XD remains hidden in the budget.

The CSC response also appears to be in contradiction with OMB's approach,
which attempts to isolate the dollars spent on XD as a measure of agency
involvement and commitment. : .

A8

Inasmuch as the CSC's response fails to mention the provision of any
significiant training of political appointees in the areas of standards
of conduct and responsibilities for perpetuating the agency, one can
assume that no such training has been rendered (note - the CSC's response
mentions the “Public Service Briefing Program for Policy Executives;"

PR
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however, an official of the CSC's Bureau of Executive Manpower advised
the Investigative Staff that this program was a general orientation,
program for new executives and should not be equated with forma
training),

A.7

The CSC's response requires no comment by the Investigative Staff.
A.8

The CSC's response requires no comment by the Investigative Staff.
M i
The CSC's response requires no comment by the Investigative Staff‘
A0

The CSC's response requires no comment by the Investigative Staff.

A1

Regarding the proven effectiveness of Federal training efforts, the
CsC's ?wzsponge cunzingly avoids the issue. Not one positive statement
is made that the training in question has been evaluated and found to
improve the quality and volume of employee production, Yet, this matter
is the issue in question. In other words, why spend substantial Federal
dollars for training whose worth is not being effectively assessed?

A.12

nvestigative Staff in no way intended to convey theiimpres-
sionTgﬁa{ “hard'g' skills training comprises only.a small portion of the
total training that the Federal Government provides its employees. The
Investigative Staff's comment and question relates to the fact that
training in “hard" skills is often necessary and that such\ traim_ng can
be measured and evaluated. Perhaps use of the term "hard" training poces
a semantical problem. The Investigative Staff, for exampl.e, woul_d. |
include the dissemination of job-required information in its def}lmtlé..,
e.g., those mentioned by the CSC in its respopse as examples of “other
than 'hard' skills training."

What would not be included, however, is that type of training which
is not closely related to job performance but, at most, provides‘the
trainee with a "broadening horizons" experience. Examples of this would
include an accountant taking astronomy as part of the EPM program (see
page 84 of Investigative Staff report on XD), general academic theory
courses, unevaluated fads (the management area is replete with these),

i
i
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and so on, The Investigative Staff beljeves that education in areas of
personal interest are rewarding to the individual and "good" for him.

The question raised, however, is whether this type of formal classroom
experience materially affects his job performance and the overall func-
tioning of the Government. One submits that there is a distinct dif-
ference between specific, practical training and broad, general education.

The instances of training by category cited by the CSC in {its response
adds little to its rationale, Given a list of categories, agency offi-
cials are smart enough to "rationalize" any training experience into a
category that has been provided, whether it be of a "hard" or “soft"
nature.

A.13

The CSC's response requires no comment by the Investigative Staff.

Ry

“The CSC's response begs the issue. The CSC states: “The Commission
rejects the assumption that training results in a loss of Federal pro-
ductivity." The Investigative Staff never assumed this. The Investi-
gative Staff's position is that a loss of productivity results whenever
an employee is away from his job; e.g., attending a training class.
Whether the impact of the training will have a-beneficial -impact on the
employee's future productivity efforts remains to be seen. The impact
of such training on improving an individuai's work performance has not
been effectively evaluated by the CSC or the agencies. To assume that
the agencies' continuous demand for training for their employees is in-
dicative of improved employee productivity as a result of such training
is not a valid argument to support the worth of the Govermment's training
efforts. Agencies make use of training for a variety of reasons, many
of which are not directly related to the enhancement of productivity.
For example, agencies often use training as a means of maintaining
employee morale or as a means of rewarding certain employees for their
good performance (e.g., 1 year of study at a university). Employees
pressure their superiors for training because it looks good on their
record or because they simply want a "break" from the daily office
routine or the possibility of travel to some particular location. The
possibility of future training at some prominent academic institution
is also used to entice promising college graduates to enter the Federal
service. Then too, training is often used by supervisors to temporarily
rid themselves of problem employees, or employees who are surplus to
the organization. Thus, one should not equate the "demand for training"
with the "beneficial impact of training." They are often unrelated.

It is worth noting that, although the CSC states in its response
that it has developed "training value models," it fails to indicate the
success of these models in demonstrating that current training efforts
are cost beneficial.,.
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A5
The CSC!'s response requires no comment by the Investigative Staff,
B. FEDPs
8.1
The Investigative Staff's concern as to whether the Federal Executive
Development Program (FEDP) s cost beneficial and in the best interest
of the Federal Government 1s, unfortunately, heightened, rather than

abated, by the CS5C's response, The CSC states that FEDPs I and II should
be viewed as “experimental programs" and that, based upon analysis,

modifications were made in FEDP-II and FEDP-III. The basic concern of j

the Investigative Staff is whether the payoff for the FEDP is worth the

cost. For example, the Investigative Staff learned that two of the four N

professionals in the Bureau of Executive Manpower's XD Section spent
practically their full-time on FEDP-II--a program with only 27 partici-
pants and which affected only a swall number of agencies. This staff
effort could have been more effectively utilized by providing on-site

technical guidance and assistance to agencies, monitoring agency progress,

and resolving agency problems in the XD area.

The Investigative Staff also questions whether the CSC should have
ever expected agencies to be "deeply involved" in the FEDP-I as it was
superimposed on them and the apparent disincentives to full partici-
pation appeared to far outweigh (from an agency standpoint) any ex-
pected payoff,

In planning for FEDP-III, the €SC attempts to partially alleviate
this problem by involving “agency personnel directors." Would it not
be better (as recommended by the Investigative Staff) to also involve
operating 1ine managers whose full support is essential 1f the program
is to be truly successful?

The CSC, in its response, readily admits: (1) That the “projected
market for generalist supergrade managers had been overestimated"
(note: this was a prime reason for establishing FEDP-I--as set forth
in the “Preston proposal," the program's catalyst); and (2) that even
after 2 years of experimentation “problems remain in meshing the FEDP
concept with overall agency executive development efforts." Based on
these comments, the Investigative Staff believes it is reasonable
question whether the program should be continued, :

As a minimum, it is felt that the conclusion reached by the Investi-
gative Staff, namely that “{mplementation of the program should be
delayed until there {s sound agreement as to the goals to be accomp-
Tished, the methodologies to be used, and the benefits to be derived--
based on projected cost," should be seriously considered.
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B.2

The CSC's response requires no comment by the Investigative Staff.
€. The FEI '
[

The CSC's response fails to bring out all the facts in the selection
of Charlottesville, Virginia, as the site for the Federal Executive
Institute (FEI). An official of the University of Virginia (Wa) ad-
vised the Investigative Staff that the UVa had heard of proposed plans to
establish the FEI and,consequently, forwarded a letter to then CSC
Chairman Macy suggesting that the subject facility be located near the
UVa because of the potential advantages of a university relationship and
the relative proximity of Charlottesville to Washington, DC. This offi-
cial further advised that the Director of the CSC's Bureau of Training
then visited Charlottesville to review the situation. After a favorable
inspection of the Thomas Jefferson Inn in Charlottesville by the Director
of the Bureau of Training, the CSC, with the approval of the GSA, decided
to establish the FEI at this Jocation. The details regarding the con-
sideration of other possible sites for the FEI were not disclosed during
the Investigative Staff's review, nor have they been brought out in the
CSC's response,

Hith respect to the comments of the CSC relative to the good FEI/UVa
relationship, the Investigative Staff found several weaknesses in this
relationship (see page 49 of Investigative Staff report). In fact, a
part-time professor with the FEI, who is also an associate professor
with the Ua, advised the Investigative Staff that the UVa was not sup-
porting the FEI as much as it could. He characterized the relationship
as being merely an "amiable" relationship.

c.2

The Investigative Staff does not fully agree with the CSC's response.
The CSC seems to imply that it hasn't attempted to measure the real
impact of FEI training on an individual's work performance because no
such measurements are necessary in view of the FEI's institutional and
faculty reputation, as well as its high rating by alumni. The CSC would
rather have us look at the FEI as being beyond evaluation simply because
it is an academic institution of reportedly high quality and one just
doesn't question the worth or value of such institutions.

The Investigative Staff does not question the potential value of
FEI training, What is important, however, is whether the potential bene-
fits of FEI training are commensurate with its high cost, including the
loss of productivity that occurs as a result of the trainee's absence
from his job, Such evaluation takes on even greater importance in view

i
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of the uniqueness of FEI training and the fact that agencies use tax-
payers' money to finance the cost of sending their employees to the Insti-
tute. As a result, the FEI is subject to closer scrutiny than, perhaps,
similar private academic institutions.

The Investigative Staff believes many benefits can accrue to the FEI
as a result of a rigid evaluation program; the most important being that
FEI can better determine whether the right people are receiving FEI's
training and can more effectively implement changes in program emphasis
and delivery. . .

€3

The position the CSC takes in its response is open to some criticism.
The CSC simply assumes that a training program like the FEI is a capityl
investment in future improved productivity. Yet, the CSC has been undg~
to provide the Investigative Staff with any “hard" data that proves th
FEI is cost-beneficial. Are there not other means to broaden the know-
ledge and skills of Government executives which are less costly than
the FEI and which would result in the individual having to spend 1e§s time
away from his job? The CSC does not address this matter, nor does it
adequately address the issue of the impact on the agency as a result of
the loss of one or more of ‘its executives for a lengthy period of time
(reference is specifically to the FEI's 7-week program). The CSC states
that agencies normally provide replacements for the executives sent to
FEI. But isn't it also true that such replacements themselves need
replacements and who replaces the replacements and what is the impact on
the agency as a result of perhaps a less experienced person replacing a
key executive?

¢4

The CSC's response is at odds with the Investigative Staff's findings
(see pages 52-55 of Investigative Staff's report). Moreover, the CSC
brings up the fact that FEI programs are not restricted to the 7-week
session only. The Investigative Staff is well aware of this; however,
the comments and questions furnished the CSC pertain to the FEI's 7-week
program, and it is incorrect to equate the 7-week program with the FEI'
3-week and l-week programs as they are not comparable. (

1

[

A major concern of the Investigative Staff during the recent review
was the lack of coordination and an effective working relationship be-
tween the FEI and the Executive Seminar Centers, The CSC's response
acknowledges that relationships between these organizations have been
Timited,
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C.6

The CSC's underlined statement is both incorrect and inappropriate.
The Committee staff never concluded that some agencies would neglect
long-term investment in improved executive personnel if it were not for
the leadership of the CSC and its Bureau of Executive Manpower. In
addition, the CSC's definition of leadership obviously differs from the
Investigative Staff's definition.

c.7
The CSC's response requires no comment by the Investigative Staff.
c.8

The CSC's fespunse does not provide any new justification for ex-
panding the capacity of the FEI.

K]
The CSC's response requires no comment by the Investigative Staff,
c.10

The CSC's response requires no comment by the Investigative Staff.
However, see pages 46 and 47 of the Investigative Staff's report.

c.a1

The CSC's response requires no comment by the Investigative Staff.
D. ESCs

0.1

The CSC has provided in its response a rationale for expanding the
Executive Seminar Centers (ESCs) based upon a projection of agency demand;
i.e., a willingness of the agencies to Eurchase spaces for such training
by 1979-80. However, the point raised by the Investigative Staff, based
on the findings of its review, is that a reevaluation of both the current
and future roles of the ESCs {s necessary. The Investigative Staff found
that controversies relative to the ESCs' “Seminar for New Managers" (SNM) and
“Seminar for Advancing Managers" (which together comprise over 50 percent
of current ESC offerings) were so pronounced that a complete reevaluation
of the setting and delivery process for these seminars is warranted (see
pages 79-81 of the Investigative Staff's report).

should it be decided to have the CSC's Regional Training Centers pre-
sent these two seminars and/or reduce the SNM from 3 to 2 weeks {as the
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Investigative Staff recommended), such actions may negate the need to
expand the ESCs, :

.2

The CSC's response fails to address the apparent duplication of
management courses between the ESCs and the Regional Training Centers
alluded to in the prefatory comment. Further, considering the negative
reaction of the ESC Associate Directors towards offering the “Seminar
for New Managers" and the “Seminar for Advancing Managers" and the
questions raised by several concerning the appropriateness of their
experience and background for teaching these courses, the last reason
indicated in the CSC's response is open to serious question.

0.3 v )
The Investigative Staff acknowledges that some limited efforts have
been made by the CSC and the agencies to evaluate the impact of ESC

-training. However, in view of the magnitude of the ESC program in terms

of man-years away from the job and dollar costs, what is still needed
is a rigorous and structured evaluation program that will more finitely
measure the usefulness and applicability of ESC training. N

E. Other XD Sources
E1 *

The CSC in its response appears to "beg the issue" and merely repeat
the glittering generalities found in the EPM Program recruiting brochures,
The CSC, as the lead organization for Federal personnel and training
programs, cannot absolve itself from the responsibility for ensuring
that tangible, job-related benefits accrue to agencies as a result of
their participation in training programs, especially CSC-sponsored
training programs.

The CSC should provide hard professional evaluation and tangible
proof of the values that accrue to agencies as a result of EPM training.
If the benefits to the Government are Tow in comparison to the high cost
of the program, the CSC should relinquish its sponsorship of the progr °
i.e., withdraw its favorable endorsement of the EPM Program. The CSC
should also be a leader in developing less costly training approaches
toward accomplishment of specific goals. In this regard, it is somewhat
ironic that the “Key Executive Program,* which the Investigative Staff
believes represents a far better approach than the EPM Program, was
established through the efforts of an OMB official, rather than through

- the efforts of the CSC,
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The CSC also maintains that it continuously monitors the EPM program i
through meetings with university officials, agency trainers, and direct :
feedback from !lurtici ants, It is rather difficult to discern how such i
monitoring would result in an objective evaluation of the impact of the i
EPM program on improving an employee's on-the-job performance. Surely

other approaches are necessary -such as obtaining the views of em?loyees',
supervisors and line managers, as well as tracking the employees' career
pattern. . :

g2’

i
One cannot escape the fact that if an employee is absent from his job,

regardiess of the reason, his output will be lost (unless, of course, H

a comparable employee 1s temporarily hired to replace the absent employee). :

The Investigative Staff recognizes the fact that increased productivity |

may possibly occur as a result of appropriate training, thereby diminishing

the adverse effects of the employee's absence from his Jjob, However, '

unless an agency is overstaffed, the loss of a key employee for long-term

tralning will normally have a negative impact on productivity. The :

Investigative Staff believes that this loss is one factor that must be

considered in the selection of individuals for Tong-term training. . .

£3

The Investigative Staff nmever inferred that the Brookings Institution
(BI) should deliver "training" to Federal employees. What was empha-
sized was the fact that the BI is a prestigious and unique resource that
1s willing to contribute its particular talents and expertise to the :
development of Federal executives. The BI, for example, can assist the ¢
Govermment by:arranging joint Federal/Industry conferences, assisting :
the CSC and agencies with expert consultive services, providing senior
career officials with both the physical facility and staff expertise
needed for extended independent study, and “enticing" leading public
figures to present seminars on a wide variety of issues for Federal execu-
tives (as it did in the FEDP-1), !

In short, the BI represents an important, unique resource with the
potential for furthering Fedecral XD efforts and for doing things that
the Government may not always be able to do for itself. In this context,
the Investigative Staff is of the opinion that the full potential of the
BI is not currently being realized. B

%
]
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